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ABSTRACT 


* 

This  OSD-directed  study  determined  the  feasibility  of  conaolidat leg 
real  property  maintenance  activities  (RPMA)  for  all  services  In  the 
Panama  Canal  Zone.  It  considered  feasibility  with  regard  to  geographic, 
functional,  and  economic  factors.  It  applied  the  continuing  objective 
of  DOD  policy  and  guidance  which  is  to  ensure  that  RPMA  at  military 
installations  Is  consolidated  where  such  action  Is  cost  effective  and 
does  not  result  in  mission  impairment.  The  study  showed  several  approaches 
to  consolidation  to  be  feasible  though  hardly  equal.  One  alternative, 
a  single  manager  concept,  was  found  superior  to  the  others.  However,  It 
was  recommended  for  Implementation  only  if  tied  to  a  longer-term  goal 
of  consolidating  and  standardizing  all  Base  Operating  Support  (BOS)  for 
the  three  services.  Because  of  delays  In  working  out  Treaty  details 
and  Treaty-Induced  turbulence  In  general.  Implementation  of  the  RPMA  phase 
of  BOS  consolidation  should  be  postponed  for  from  1  to  2  years.  This 
evolutionary  approach  to  all  MS  will  minimize  short-term  transition 
difficulties,  maximize  long-term  savings  to  DOD  In  Panama,  and  set  a 
standard  for  much  wider  application  later. 
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SUMiARY 


The  prlawry  object ive  of  this  OSD-directed  study  waa  to  determine 
the  feasibility  of  consolidating  the  management  and  execution  of  real 
property  maintenance  actlvltlea  (RPMA)  for  US  Army ,  US  Air  Force,  and 
US  Navy  lnatallatlona  in  PanaM  following  implementation  of  the  new 
Panama  Canal  Treaty.  It  considered  feasibility  with  regard  to  geographic, 
functional,  and  econoailr  factors.  However,  the  study  analysis  also 
considered  the  desirability  of  consolidation  because  feasibility  la  a 
relatively  weak  criterion.  Desirability  is  a  stronger  notion,  requiring 
that  an  RPMA  alternative  lead  to  net  benefits  that  are  likely  to  be 
superior  to  those  for  the  current  eethod  of  operation  (CHO) . 

The  study  report  compares  several  explicit  alternatives  for  managing 
and  executing  RPKA  in  Panaaa.  Consolidation  under  a  single  aeinager  (Army) 
with  work  relmburseawnt  through  a  revolving  fund  Is  ;he  moat  extreme  major 
consolidation  considered  in  detail.  Also  analysed  are  partial  consolida¬ 
tions  under  separate  dual  stanagers  (Army  and  Air  Force)  with  lnterservlce 
reimbursement  in  accordance  with  comprehensive  lnterservlce  Support  Agree¬ 
ments  (ISSAs).  The  CM)  is  included  as  a  base  case  for  comparison  and  as 
a  feasible  RPMA  approach  in  its  own  right.  The  major  alternatives  to  the 
CM)  depend  heavily  on  current  Army  and  Air  Force  practices;  the  single 
manager  concept  la  baaed  alanat  entirely  on  Army  methods . 

Initially  emphasis  was  given  to  quantitative  comparison  of  the  major 
RPMA  consolidation  alternatives.  I'navoidably,  the  quantitative  compari¬ 
son  of  alternatives  waa  liable  to  more  uncertainty  than  has  been  encoun¬ 
tered  in  most  other  consolidat tou  studies.  Comparing  installation  and 
RPMA  data  submitted  by  the  three  services  is  inherently  a»re  uncertain 
than  would  be  a  comparison  based  on  data  submitted  by  only  one  or  two 
services.  This  la  because  the  three  services  apply  somewhat  different 
definitions  of  RPMA,  invoke  different  manning  procedures,  and  follow 
different  reporting  systems.  For  exasqtle,  in  converting  all  management 
and  overhead  elements  of  the  CMO  to  the  Army  approach  without  consolida¬ 
tion,  this  study  generated  a  CMO  variation  with  2-9  percent  fewer  people 
and  3.3  percent  lass  annual  salary.  This  theoretical  CMO  variation 
provides  one  measure  of  uncertainty  In  the  lnterservlce  sense. 

Significantly,  the  CMO  today  reflects  many  positive  results  of  past 
intraaervlce  and  lnterservlce  analyses  of  RPMA  and  other  functions  of 
Base  Operating  Support  (BOS).  To  varying  degrees,  the  CMO  already 
Involves  intraservlcti  organisational  consolidation.  Intraservice  consoli¬ 
dation  of  soma  RPMA  shop  functions,  and  lnterservlce  consolidation  of  a 
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few  ocher  KPMA  (or  RPMA-like)  functions.  This  fesslblllty  study  devoted 
«l»ost  all  Its  attention  to  quantifying  the  potential  for  change  in 
RPMA  management  and  overhead  spaces.  But  because  Panama  RPMA  over  the 
years  had  already  become  partially  consolidated  and  centrallxed,  espe¬ 
cially  In  manageaent  and  overhead  functions,  the  potential  for  savings 
in  those  elements  had  already  been  heavily  exploited  In  the  lntraaervice 
sense.  In  Panama  In  1978,  management  and  overhead  spaces  accounted  for 
about  18  percent  of  total  RPMA  strength;  the  shop  force  comprised  the 
other  82  percent.  The  services  themselves  pointed  out  that  the  RPHA  shop 
force  In  Panama  probably  provides  a  greater  potential  for  savings  than  do 
the  manageaent  and  overhead  elements.  Yet,  this  study's  quantitative 
analysis  left  the  shop  force  largely  Intact  for  two  reasons.  The  first 
was  to  assure  equal  level  of  RPMA  service  In  the  short  run.  The  other  is 
because  there  is  as  yet  no  sound  basis  for  comparing  the  productivity  of 
shop  labor  among  the  services,  between  military  and  civilian  spaces,  and 
between  I’S  and  Panamanian  employees. 

This  study  finds  that  all  the  RPMA  alternatives  considered  are 
feasible.  Ignoring  changes  not  directly  attributable  to  consolidation, 
the  study  finds  that  the  changes  In  RPMA  management  and  overhead  strength 
would  be  relatively  slight  under  the  dual  manager  concepts.  Even  with 
the  prospect  of  discovering  some  relativ-  Hhop  force  savings  during  and 
after  Implementation  planning,  this  study  does  not  regard  the  dual 
manager  concepts  as  desirable  or  preferable  to  the  CMO. 

The  single  manager  concept  for  kPKA-only  consolidation  does  offer 
greater  relative  savings  In  the  management  and  overhead  spccea  In  the  long 
run.  Ignoring  changes  not  directly  attributable  to  consolidation,  the 
study  finds  this  relative  savinR  to  be  about  2.6  percent  of  the  total  RPMA 
force  and  about  4.6  percent  in  salary  costs.  To  its  favor,  the  single 
manager  concept  also  provides  the  prospect  of  later  discovering  some 
relative  savings  in  shop  forces  during  and  after  Implementation  planning, 
but  as  notea  before,  not  all  these  would  be  directly  attributable  to 
consol ldat ion. 

The  study  team  considered  two  extensions  of  the  four  major  RPHA 
alternatives  evaluated. 

First,  the  services  in  Panama  suggested  that  the  CMO  could  exploit 
ISSAs  to  s  greater  extent  than  in  the  past  and  thereby  meet  or  improve 
on  other  alternatives.  The  study  team  considered  the  enhanced  CMO/ISSA 
approach  to  be  too  «el f-1 lt.lt Ing  In  the  long  run  becauae  It  retain# 
multiple  management  and  overhead  structures.  Furthermore,  the  team  fore¬ 
saw  disadvantages  in  multiple  manager  concepts  for  dealing  with  the  new 
problems  that  will  arise  In  the  later  years  of  the  Treaty  and  after  lta 
expiration. 
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Second,  the  study  team  Introduced  an  even  broader  single  manager 
concept  than  the  original  RPHA-only  single  manager  alternative.  This 
broadened  concept  consolidates  all  BOS  In  the  long  run,  not  simply  aa  a 
mixture  of  existing  service  xysters,  but  rather  Into  a  new  standardised 
approach  for  operating,  funding,  and  reporting.  The  concept  fits  DOD's 
notion  for  a  single  Defense  Complex  Panama  but  admittedly  extends  the 
considerations  of  this  study  beyond  its  originally  assigned  scope. 

Although  not  everyone  is  as  enthusiastic  about  this  broader  approach  as 
is  the  study  team,  many  do  agree  that  It  presents  a  feasible  and  desirable 
long-term  target.  It  equals  or  exceeds  the  advantages  of  the  RPHA-only 
alternative  while  overcoming  most  of  the  latter's  disadvantages. 

The  study  recommends  that  aa  part  of  a  tirm  long-term  commitment  to 
full,  standardized  BOS  consolidation,  implement  RPMA  consolidation  under 
a  single  (Army)  manager  with  reimbursement  through  a  revolving  fund. 

Using  Army  procedures,  Implement  the  RPMA  phase  in  1  or  2  years  at  the 
earliest,  thereby  allowing  much  needed  reconciliation  of  current  Treaty- 
related  uncertainties.  Augment  the  usual  ln-theater  Implementation  staff 
with  about  10  outside  experts  with  general  skills  in  planning  and  partic¬ 
ular  skills  in  personnel  management,  funding,  and  reporting  procedures. 
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US  ARMY.  AIR  FORCE.  AMD  NAVY  RPMA  CONSOLIDATION 
IN  PANAMA— A  COST-BENEFIT  ANALYSIS 


I.  OBJECTIVE 


1 .  Purpose . 

a.  In  performing  a  coat-benefit  analysis,  this  study  had  a 
two-fold  purpose: 

(1)  Investigate  the  feasibility"  of  consolidating  the 
management  and  execution  of  real  property  maintenance  activities  (RPMA) 
for  US  Army,  US  Air  Force,  and  US  Navy  Installations  In  Panama  considering 
geographic,  functional,  and  economic  factors;  and.  If  consolidation  Is 
feasible, 

(2)  Provide  a  preliminary  assessaent  of  whether  or  not 
consolidation  Is  desirable. 

b.  The  possible  outcomes  of  analysis  could  be: 

(1)  RPMA  consolidation  Is  Infeasible  with  no  need  for 
follow-on  implementation  study  and  planning. 

(2)  RPHA  consolidation  Is  feasible  but  clearly  undesirable 
with  no  need  for  follow-on  implementation  study  and  planning. 

(3)  RPHA  consolidation  Is  feasible  but  neither  clearly 
ueslrable  nor  clearly  undesirable  with  need  for  follow-on  detailed 
ImplesKntat Jon  study  to  resolve  the  question  of  desirability. 


U  Feasibility  and  desirability  are  defined  In  paragraph  2a. 


(4)  RPMA  consolidation  Is  feasible  and  clearly  desirable 


with  implementation  study  and  Implementation  to  follow. 

2.  Some  Key  Distinction*  and  Definitions. 

a.  Feasibility  and  desirability.  This  study  defines  two 
criteria  for  ranking  alternatives: 

(1)  Feasibility.  An  alternative  is  considered  feasible 
when  that  approach  provides  a  level  of  KPMA  service  at  least  equal  to 
that  of  the  current  method  of  operation  (CHO)  without  such,  if  any, 
increase  in  personnel  spaces  or  costs. 

(2)  Desirability.  An  alternative  that  is  desirable  to  the 
point  of  being  preferred  to  the  CMO  must  be  feasible  and  must  offer 
prospects  for  significant  savings  in  manpower  (or  other  costs)  and/or 
Improved  level  of  service.  Desirability  is  a  stronger  notion  than 
feaslbil ity . 

b.  Consolidation  and  centralization. 

(1)  Consolidation  means  to  join  within  a  single  organisa¬ 
tion.  The  eleisents  of  an  organization  may  be  consolidate!  without 
being  collocated. 

(2)  Centralization  means  to  bring  together  at  a  single 
location.  RPMA  elements  of  different  organizations  may  be  collocated 
(hence,  centralized)  without  being  consolidated. 

3.  Background . 

a.  A  continuing  objective  of  Department  of  Defense  (DOD)  policy 
and  guidance  is  to  consolidate  RPMA  geographically  at  military 
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installations  where  such  action  doea  not  result  In  mission  impairment 

and  Is  otherwise  cost-effective. 

2/ 

b.  DOD  memorandums-  dated  18  and  19  October  1978  (see  Annex  A), 
included  planning  guidance  for  US  military  Installations  in  Panaaw  with 
respect  to  conducting  a  three-phased  study  on  consolidating  Base  Operating 
Support  (BOS).  The  Secretary  of  the  Army  was  designated  DOD  Executive 
Agent  for  study  of  RPMA  consolidation  (Phase  II  of  the  three-phased 
study).  The  US  Armv  Chief  of  Engineers,  in  turn,  tasked  the  Engineer 
Studies  Center  (ESC)  to  study  consol idat ion  of  Army,  Air  Force,  and  Navy 
RPMA  in  Panama. 

c.  Tills  study  was  directly  sponsored  and  supported  by  the 
Directorate  of  Military  Programs,  Office  of  the  Chief  of  Engineers, 
Department  of  the  Army.  Members  of  that  Directorate  provided  study 
coordination  through  the  services'  points  of  contact  (POCs)  In  Panama, 
with  parent  commands  in  the  Continental  United  States  (CONI'S),  and  with  a 
special  Tri-Service  Coordinating  Committee  (TCC). 

4 •  Study  Scope . 

a.  In  considering  different  kinds  and  degrees  of  RPMA  consolida¬ 
tion  in  Panama,  this  study  conducted  s  cost-benefit  analysis  to  answer 
the  following  major  questions  about  the  post-Treaty  period  to  1999. 

2/  DOD,  ASD(MRAAL),  Memo,  Planning  Guidance  for  l’S  Military  Instal¬ 
lations  In  Panama,  and  DOD,  DASD(IkH),  Memo,  Implementation  of  POD 
Planning  Relevant  to  US  Military  Installations  In  Panama . 
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(1) 


Is  further  RPMA  consol f datlon  feusible? 


(2)  Is  further  RPMA  consolidation  desirable? 

b.  The  study  taskers  asked  ESC  to  address  the  following 
specific  issues  and  factors. 

(1)  Consolidation  under  a  single  service. 

(2)  Consolidation  on  a  geographic  basis  (e.g.,  with  the 
military  installations  clustered  in  three  areas  of  Panama  (Atlantic, 
Pacific  Northeast,  and  Pacific  Southwest)  under  the  dominant  service  in 
each  area)  . 

(3)  Continuation  of  the  current  organisations . 

(A)  Establishment  of  an  industrially-funded  organization. 

(b)  Inclusion  of  the  maintenance  and  repair  of  administra¬ 
tive  transportation  equipment  along  with  RPMA. 

(6)  The  need  for  a  complete  and  self-sufficient  RPMA  orga¬ 
nization  to  incorporate  other  elements  of  fiOS  sv.ch  as  supply,  procurement, 
family  housing  management,  and  civilian  personnel  administration  to  the 
extent  necessary  to  the  consolidated  organization. 

(7)  Real  estate  recordkecpinR. 

(8)  Impacts  on  management  structures  of  more  or  leaa 

cont  ract lng. 

c.  At  its  outset,  this  study  was  Intended  to  confine  ita 
attention  to  RPMA  and  only  those  other  functions  of  BOS  critical 


A 


to  RJPMA.  Th«  /our  original  organisational  alternatives  considered 
disregarded  other  BOS  and  total  BOS.  As  the  study  developed,  it  became 
necessary  to  broaden  the  perspective  beyond  the  largely  RPMA-only  view. 

d.  The  study  la  not  an  implementation  study.  Hence,  it  does 
not  include  an  implementation  plan.  Therefore,  the  study  does  not: 

(1)  Identify  specific  real  eatate  and  facilities  that 
alternative  RPHA  organizations  would  occupy. 

(2)  Estimate  the  time  required  for  implementation  of 
alternatives.  (However,  the  general  experience  of  other  RPHA  consolida¬ 
tions  suggests  that  implementation  probably  would  exceed  18  wraths.) 

(3)  Include  envlronaantal  Impact  statements  corresponding 
to  alternatives  involving  change. 

(4)  Address  specific  requlreawnts  eesocleted  with  obtain¬ 
ing  approval  or  initiating  changes  in  RPHA  funding. 

(5)  Develop  detailed  manpower  documents  or  authorisations 
as  would  e  formal  manpower  survey. 

e.  The  balance  of  this  Ha  in  Paper: 

(1)  Discusses  study  constraints  and  assumptions  in  Sections 
II  and  III,  respectively. 

(2)  Briefly  describes  the  RPHA  CMO  and  Introduces  the  prin¬ 
cipal  RPHA  alternatives  with  explanation  of  how  these  were  selected  for 
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detailed  comparison  from  among  tha  such  larger  number  of  imaginable 
cholcaa  (Section  IV). 

(3)  Outlines  quantitative  analysis  methodology  and  its 
application  in  Section  V  (covered  in  more  detail  principally  in  Annex  U 
and  its  appendixes— Volume  II).  The  section  notes  boss  necessary  adjuat- 
osnts  to  the  basic  quantitative  method. 

(4)  Suamavlzss  and  integrates  the  results  of  quantitative 
analysis  and  findings  (including  adjustments  in  the  light  of  recent 
practical  experience  of  the  San  Antonio  Real  Property  Maintenance  Agency 
(SARPMA)).  That  experience  is  reported  in  Section  VI  and  in  Appendix  H-3 
cf  Volume  II. 

(5)  States  conclusions  about  the  feasibility  and  dealr- 
ability  of  RPMA  consolidation  and  closes  with  a  recommendation  made 
conditional  on  a  broader  approach  to  all  BOS  (Section  VII). 
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II.  CONSTRAINTS  AND  THF.IR  SIGNIFICANCE 


5.  L«v«l  of  Service. 

a.  Given  the  continuing  DOD  objective  of  conaolidation,  en 
alternative  must  provide  "at  leant  the  ease  level  of  service"  aa  the 
CMC  to  be  considered  feasible.  There  Is  widespread  agreement  that  this 
phrase  verbally  describes  the  single  aost  lsrportent  constraint  on  consol¬ 
idation.  There  Is  not  widespread  agreement  about  the  appropriate  quanti¬ 
tative  expression  of  the  verbal  description.  In  earlier  vorV,  the  ESC 
study  tean  equated  "level  of  service"  with  the  alee  of  the  shop  or  direct 
labor  force.  As  long  as  an  alternative  did  not  reduce  the  site  of  the 
shops,  It  was  considered  capable  of  providing  the  save  or  better  level 

of  service  for  all  shop  functions.  Admittedly,  poor  management  and 
administration  can  reduce  a  shop  force's  level  of  service,  but  poor 
management  is  avoided  in  implementing  RFMA  alternatives.  Similarly, 
completely  neglecting  the  supply  of  materlala  would  soon  degrade  the 
level  of  service,  but  again  It  was  assumed  that  supply-constrained  alter¬ 
natives  would  not  be  implemented. 

b.  If  s  reduction  in  the  level  of  RPMA  service  were  permitted, 
many  alternatives  with  fever  spaces  and  lover  costs  than  the  CMO  would 
becoec  feasible.  (For  example,  a  very  low  le-el  of  services  could  be 
provided  by  a  very  small  number  of  people.)  Furthermore,  there  would 
heve  tc  be  a  much  more  elaborate  quantitative  definition  Instead  of  the 
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relatively  staple  set  of  constraints  requiring  shop  strengths  to  reaaln 
the  saae.  In  particular.  It  would  become  necessary  to  express  the 
tradeoffs  In  performance  among  different  functions. 

c.  For  Army  Installations  alone,  there  seems  to  be  little 
dispute  about  equating  saae  level  of  service  with  the  saae  shop  strengths. 
However,  because  the  different  services  apply  different  ratios  of  shop- 
to-overhead  strengths,  the  Air  Force  (with  the  appearance  of  higher  over¬ 
head)  argues  that  level  of  service  la  highly  sensitive  to  overhead. 

There  probably  Is  merit  to  this  assertion  in  the  multieervlce  sense. 
Therefore,  the  study  teaa  made  some  adjustments  of  overhead  strengths 

for  affected  alternatives. 

d.  Imposing  a  requirement  for  equal  shop  strength  in  order  to 
assure  at  least  the  sane  level  of  service  In  the  short  run  excludes 
roughly  82  percent  of  the  total  KPMA  strength  from  reductions.  By 
default,  reductions  must  be  drawn  from  the  overhead  strength,  constitut¬ 
ing  only  18  percent  of  total  current  strength.  The  services  thesuielvea 
pointed  out  that  the  RPMA  shop  force  In  Panama  probably  provides  a 
greater  potential  for  savings  than  do  the  management  and  overhead  eleaents. 
Yet,  this  study  of  the  feasibility  of  RL"MA  consolidation  did  not  address 
the  shop  force.  But  even  if  it  had,  there  would  have  been  practical 
difficulties.  The  foreawst  of  these  Is  that  there  Is  as  yet  no  sound 
basis  for  comparing  the  productivity  of  shop  labor  among  the  services, 
between  military  and  civilian  spaces,  and  between  US  and  Panasuunlan 
employees. 
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«.  Other  feasibility  studies  have  usually  been  able  to  justify 
consolidation  on  the  basis  of  aavinga  in  the  management  and  overhead 
elements,  leaving  the  promise  of  additional  aavinga  in  shop  forces 
unquantified  pending  first  implementation  planning  and  then  the  clone 
real-time  spaces  management  following  implementation.  But  because 
Manama  RPKA  over  the  years  had  already  becoae  partially  consolidated  and 
centralized,  especially  in  management  and  overhead  functions,  the  poten¬ 
tial  there  had  already  been  heavily  exploited. 

6.  Standard  Formats  for  RPMA  Consolidation  Cost-Benefit  Analysis. 

3/ 

The  DOD  "Definition  of  DOD  Executive  Agent  Roles  with  Respect  to  Panama'*- 
refers  to  the  development  of  standard  formats  for  RPMA  consolidation  coat- 
benefit  analyses  and  lmplesMotatlon  plans  with  expectation  of  the  avail¬ 
ability  of  those  formats  by  the  snd  of  1978.  However,  the  Construction 
Engineering  Research  Laboratory  (CERL)  was  still  developing  the  f  mats 
when  this  study  was  being  prepared.  Hence,  thla  study  has  been  patterned 

4/ 

most  closely  after  an  earlier  ESC  study.—  That  study,  in  turn,  borrowed 
heavily  in  many  respects  f ots  CERL  Technical  Report  C-73^  of  June  1977. 


3/  DOD,  DASD(IAH),  Memo,  Implementation  of  POD  Planning  Relevant 
to  US  Military  Installations  in  Panar. 

17  DA.  USAESC.  Army  and  PMATC  RPMA  Consolidation  in  the  National 
Capital  Region. 

5 /  DA,  OCE,  CERL,  Consolidation  of  RPHA  at  Fayetteville*  KC. 
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111.  ASSUMPTIONS  AMD  THEIR  SIGNIFICANCE 


7.  toUmcg  of  Historic*!  Data. 

a.  Ideally  each  alternative  RPKA  consolidation  should  ba  triad 
and  proved  against  realistic  future  workload  requirements.  However,  In 
this  case  realistic  future  workload  requirements  are  somewhat  uncertain. 
For  example,  many  of  tha  details  of  the  Panama  Canal  Treaty  that  will 
have  RPMA  implications  have  not  yet  been  worked  out  between  Panama  and 
the  US. 

b.  Consequently,  it  is  assumed  that  historical  workload  Is  a 
valid  backdrop  against  which  to  evaluate  RPMA  organisational  alternatives. 
The  assumption  shifts  emphasis  away  from  estimating  absolute  changes  In 
personnel  strengths  and  costs  to  the  estimation  of  relative  changes.  The 
distinction  between  absolute  and  relative  comparisons  is  discussed  at 
greater  length  in  paragraph  *  of  Appendix  H-3  (Volume  II) .  Since  future 
workloads  will  change  continuously,  the  various  alternative  organisations 
will  also  change.  However,  the  same  analytical  procedures  will  produce 
the  same  alternative  rank  ordering,  by  alee  and  cost,  as  In  the  histor¬ 
ical  examination  which  uses  FY  78  data.  That  la,  future  workload  anal¬ 
ysis  would  still  yield  the  same  relative  ordering  of  alternatives,  but 
each  organisation  would  vary  In  total  personnel  strength. 

c.  ESC  accepted  workload  data  for  FY  78  as  representative 
current  and  future  requirements  and  considered  that  the  RPMA  organisations 
wore  at  constant  FY  78  recognised  levels. 
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B,  RPMA  Technology.  ESC  uiuMd  that  technology  for  performing 


RPMA  tasks  would  reaaln  constant  despite  changing  attitudes  toward 
energy  conauaptlon  and  that  new  facilities  aay  Include  eoae  novel  equip- 
sent  that  My  require  new  techniques  or  new  schedules.  Soste  technolog¬ 
ical  changes  aay  affect  absolute  personnel  strengths,  annual  costs,  and 
level  of  services  without  changing  the  relative  ranking  of  alternatives. 

9.  Higher  Level  Organisations.  It  was  aasusKd  that  changes  In  RPMA 
organizations  in  Panama  would  not  lead  to  changes  in  the  strengths  in 
the  engineer  section*  of  the  corresponding  parent  headquarters  coaMnds 
in  CONUS.  For  exaaple,  the  US  Army  Forces  Coosnand  (USAFORSCOH)  engineer 
is  involved  with  so  many  other  installations  outside  PanaM  that  changes 
in  PanaM  would  probably  have  relatively  little  Impact  on  FORSCON  organi¬ 
zation.  On  the  other  hand,  establishment  of  a  new  funding  system  for 
RPMA  might  well  require  the  addition  of  spaces  somewhere  outside  PanaM. 

10.  Comparability  of  RPMA  Data  Among  Services. 

a.  It  is  assumed  that  Interservice  RPMA  is  comparable.  Further¬ 
more,  It  is  assumed  that  Air  Force  and  Navy  workload  data  can  be  trans¬ 
formed  Into  Amy  terms. 

b.  The  services  apply  different  definitions  of  RPMA,  operate 
different  tyoea  of  RPMA  organizations  with  different  structures,  end 
routine);/  record  RPMA  lnforMtlon  In  different  terms.  Moreover,  only  the 
Army  possesses  *  current  staffing  guide  for  garrison  staffing.— ^  Air 

6/  DA,  Hr.  DA  PAM  >70-551,  Staffing  Guide  for  US  Army  Garrisons. 
Hereafter  referred  -:o  as  Army  Staffing  Guide. 
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Fore*  Banning  standards  ara  undar  revision.  Tha  study  taaa  was  able  to 
examine  ion  of  1. 1  revisions  in  draft,  but  these  applied  to  the  shop, 
not  the  management  and  overhead  spaces.  In  early  stages  of  study, 
proposed  rules  for  converting  such  data  vers  proposed,  reviewed,  and 
agreed  to  with  so mm  reluctance  by  all,  with  the  recognition  that  the 
results  contained  somewhat  acre  uncertainty  than  would  have  data  froa  a 
single  set  of  installations.  Everyone  agreed  that  a  better  approach 
would  have  been  desirable,  but  nothing  better  could  be  developed  in  the 
tine  available. 


IV.  THE  CURRENT  METHOD  OF  OPERATION  AMD 
OTHER  RPMA  ALTERNATIVES 

11.  Introduction.  This  section  briefly  describes  tha  CMO,  not 
just  as  a  base  case  for  coaparlaon  with  major  RPMA  consolidation  alterna¬ 
tives,  but  also  as  a  feasible  RPMA  approach  in  ita  own  right.  (Annex  C 
and  its  appendixes  ( Volume  II)  contain  a  more  detailed  description  of 
CMO.)  ’n  addition  to  the  Off),  this  section  describes  the  principal 
features  of  the  other  original  alternatives.  Sections  V  and  V7  detail 
the  method  and  results  of  comparing  these  alternatives.  More  detailed 
treataeot  of  tha  features  of  the  eltematives  and  coeiparlsona  among  them 
appear  in  Annex  H  and  its  appendixes  (Volta*  II). 
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12.  Alternative  It  CHD 


a.  The  Panama  Canal  and  ita  aasoelatad  lnatallatlona  comprise 
«;»  relatively  avail  geographic  complex  (aaa  Flgura  1) .  Tha  and*  of  tha 
Canal  ara  roughly  50  mile*  apart.  Moat  of  tha  military  lnatallatlona 
ara  "concentrated"  around  aach  and --baa* a  at  aach  and  of  tha  Canal  ara 
aaparatad  by  a  f aw  mllaa  at  voat.  In  fact,  tha  150,000  acraa  undar  POO 
control  la  laaa  than  one-fifth  cha  also  of  Rhoda  Island. 

b.  In  FT  78,  tha  RPMA  workload  accountad  for  approxlaataly  1.5 
million  man-hour a  of  dlract,  In-houaa  affort.  Tha  Army  parformad  65 
parcant  of  tha  total,  tha  Air  Forca  26  parcant,  and  tha  Navy  8  par cant. 
Tha  Atlantic  alda  abaorbad  only  20  parcant  of  tha  ln-houaa  affort.  On 
cha  Pacific  alda,  tha  ramalnlng  affort  wac  aplit  55  parcant  and  65 
parcant  batman  tha  aaat  and  want  aldaa  of  tha  Canal,  raapactlvaly. 

In  addition,  about  $13  million  of  RPMA  contract  affort  waa  expended. 

c.  Tha  thraa  aarvicaa  parforn  and  daflna  RPM  <?lf farantly. 
Accounting  procaduraa,  labor  shop  dlvlalona,  and  a van  RPMA  functlona  ,  to 
nama  a  fav,  hava  davalopad  aaparataly  from  tha  aama  COD  guldallnaa. 

This  aituatlon  mad*  it  mora  difficult  to  compare  organisation*  for 
conaolldatlon.  Thaaa  dlffarancaa  and  tha  •ervicaa'  currant  methods  ara 
axplainad  In  Appendix  C-l,  Volume  II. 

d.  Sow  RPMA  consolidation  already  axiata  In  Panama.  For 
example,  tha  Army  RPMA  organisation  la  a  193d  Infantry  Brigade  a lament. 
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CANAL  ZONE 
AND 

REPUBLIC  OP  PANAMA 


Juat  aa  the  193d  Infantry  Brigade  la  a  conaolldated  though  multl- 
lnatallatlon  organisation,  ao  la  lta  RPMA  element.  The  other  aervlcea 
reflect  similar  though  oy  no  acans  identical  kinds  of  RPMA  conaol ldation. 
In  addition,  through  lnteracrvlce  Support  Agreements  (ISSAa),  the  aervlcea 
have  already  achieved  partial  RPMA  conaol Idat ion  for  some  functiona. 

Figure  2  shows  the  aervlcea*  current  organisations. 

1 3 .  Reduction  of  the  Number  of  Altematlvea. 

a.  One  might  suppose  with  the  number  of  US  military  installa¬ 
tions  in  Panama  that  there  might  be  aa  many  as  10  RPMA  managers  involved 
In  the  CMO  and  that  consolidation  alternatives  worthy  of  consideration 
might  Include  choices  with  from  nine  to  one  RPMA  manager.  But,  aa  noted 
In  the  preceding  paragraphs  on  the  CMO,  the  CMO  already  reflects  a 
degree  of  consolidation  and  Involves  only  three  principal  RPMA  managers. 
This  observation  limits  consideration  to  only  alternatives  Involving  two 
atanagers  or  a  single  manager. 

b.  The  geography  around  the  Panama  Canal  and  the  placeme.it  of 
US  military  Installations  are  such  that  there  are  only  three  logical 
clusters  to  conslder--separately  and  in  combination:  Atlantic  side  of 
the  Isthmus,  east  bank  of  the  Canal  on  the  Pacific  aide  of  the  Isthmus, 
and  vest  bank  of  the  Canal  on  the  Pacific  side  of  the  Isthmus. 

c.  The  Army  was  conaldered  the  logical  choice  for  single  manager 
because  it  Is  the  designated  lead  service  and  the  principal  performer  of 
RPMA  in  Panama.  Because  of  the  Navy's  small  role  In  the  total  RPMA 
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workload  in  Panama,  tha  Navy  was  axcludad  f row  conaidaration  aa  ona  of 
tha  dual  managera  In  dual  manager  oltcrnatlvee.  Tha  major  altamacivaa 
to  tha  CMO  dapand  heavily  on  currant  A ray  and  Air  Forca  practices;  tha 
alngla  manager  concept  ia  baaad  almost  entirely  on  Any  mat  hod  a .  Thle 
amphaala  ia  entirely  in  kaaping  with  pracadant  atudlaa  in  which  tha 
mat hod a  of  tha  daaignatad  laad  aarvlca  predominate.  Although  an  optimal 
approach  combining  tha  baat  features  from  all  aarvlcaa  ia  an  attractlva 
notion,  tha  determination  of  auch  an  ldaal  llaa  beyond  tha  etate-of-the~ 
art  of  feasibility  atudy.  An  appeal  to  auch  longer-term  idaala  ia  mada 
in  Sac t Iona  VI  and  Vll  in  tarna  of  Important  variation*  to  tha  major 
alternatives. 

d.  Aa  notad  abova,  tha  CMO  la  obvioualy  a  faaalblo  RPMA  approach. 
Thorafora,  tha  CMO  la  lncludad  in  lta  own  right  aa  Alternative  1.  Ao 
originally  daflnad  and  analyzed,  tha  CMO  aa  an  alternative  for  the  future 
vaa  a a aumad  to  rely  ou  iSSAa  aa  did  the  CMO  for  the  exemplar  year  1978. 
Following  tha  quantitative  analyeia  of  all  four  altarnativaa,  tha  services 
auggaatad  consideration  of  an  enhanced  CMO  more  haavily  dependant  on  ISSAa. 
This  enhanced  Alternative  1  waa  considered  only  to  the  limited  extant  aa 
mentions*,  in  Se  tiona  VI  and  VII. 

e.  The  above  considerations  parmlttad  reduction  of  the  totality 
of  imaginable  alternatives  to  just  tha  four  major  alternatives  that  ware 
quantitatively  compared. 


14.  Alf  motives  for  Further  RPHA  Consolidation. 


a.  Alternative  2.  This  la  tha  moat  extrema  RPHA  consolidation 
consldarad  and  asalgns  tha  Amy  full  responsibility  for  RPHA  management 
and  execution.  However,  It  prasarvas  othar  services  and  Installation 

c wander  prerogatives  through  Implementation  of  a  revolving  fund  for 
ralnbursasMnt  of  all  RPHA  work  performed.  Figure  3  shows  the  organisation 
for  Alternative  2. 

b.  Following  the  quantitative  analysis  of  Alternative  2  and  Its 
coaqparleon  with  the  CH 0,  the  notion  of  Alternative  2  was  generalised  to 
broaden  consideration  of  its  relation  to  total  BOS,  not  just  the  part  of 
other  BOS  which  supports  RPHA.  The  study  teen  had  noted  that  the  relative 
changes  In  management  and  overhaad  spaces  for  Alternative  2  were  not 
great  enough  to  disregard  effects  on  other  BOS.  Therefore,  It  became 
necessary  to  Introduce  a  variation  to  the  original  "RPHA  In  Isolation" 

or  "RPHA -only”  Alternative  2.  This  variation  ("Y"  on  Figure  7)  Is 
contingent  on  longer-term  consolidation  of  all  BOS.  The  variation  Is 
described  only  to  a  limited  extent  due  primarily  to  time  and  data 
constraints.  However,  the  study’s  final  recomsandatlon  on  RPHA  consoli¬ 
dation  is  strongly  dependent  on  the  eventual  approach  to  all  BOS. 

c.  Alternatives  3  sod  4.  Both  these  alternatives  place  the 
Army  and  Air  Force  in  RPHA  manager  roles  over  different  psrts  of  the 
geographic  area.  The  Air  Force  is  given  responsibility  for  RPHA  on  tha 
Pacific  West,  and  the  Amy  la  given  responsibility  for  RPHA  on  the 
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Atlantic  and  on  the  Pacific  East.  Figures  4  and  5  show  the  general 
organizational  outlines  for  Alternatives  3  and  4t  respectively. 

15.  Smaaary  of  the  Features  of  RPHA  Alternatives. 

a.  Figure  6  summarizes  several  feature*  (the  similarities  and 
differences,  in  particular)  of  all  four  original  RPMA  alternatives 
retained  for  comparison.  Ihe  figure  also  highlights  an  enhanced  CMO  as 
suggested  by  Panama  and  the  expanded  single  manager  for  all  BOS.  It 
also  shows  the  method  of  RPMA  management,  the  basis  for  staffing,  the 
method  of  funding,  the  provision  of  other  installation  support  to  R' 
and  some  general  remarks. 

b.  Figure  7  is  intended  to  put  the  retailed  alternatives  in 
perspective  with  regard  to  the  major  consolidation  variables.  The 
two  parallel  axes  suggest  that  RPMA  management  and  execution  can  be 
regarded  somewhat  differently  with  respect  to  consol ldation/unconsolida- 
tlon  and  central lzat lon/decent rallzat ion .  The  figure  is  not  drawn  to 
scale.  The  markers  representing  Alternative  1  (the  CMO)  have  been 
positioned  as  a  reminder  that  the  CMO  already  incorporates  some  degree 
of  consolidation  and  centralization.  Alternatives  3  and  4  are  shown 
somewhat  to  the  left  of  Alternative  1  on  the  management  axis  to  suggest 
only  modest  further  consolidation  of  RPMA  management.  Alternative  2 
(ihe  single  manager  concept  with  revolving  fund)  is  still  further  left 
because  it  is  the  most  extreme  RPMA  consolidation  given  continued  consid¬ 
eration  in  this  study.  Stovepipe  funding  (Identified  as  Alternative  X) 


20 


Figure 


24 


is  even  more  extreme  and  directly  funds  a  single  RPMA  manager  over  all 
RPHA,  to  achieve  even  greater  consolidation  and  „reater  centralisation 
by  further  reducing  the  responsibility  of  installation  commanders  for 
RPHA.  Alternative  Y  represents  management  consolidation  to  the  point  of 
a  single  manager  over  all  EOS — in  effect,  creating  an  installation 
management  command.  Alternative  Y  is  beyond  the  scope  of  this  study, 
but  something  akin  to  Alternative  Y  is  clearly  part  of  DOD's  longer-term 
considerations  for  Defense  Complex  Panama.  In  particular,  DOD  designated 
consideration  of  RPHA  consolidation  as  a  Phase  II  action  and  considera¬ 
tion  of  other  BOS  as  a  Phase  III  matter.  Hovever,  this  study  found  that 
it  could  not  safely  consider  RPMA  in  isolation,  that  the  separation  of 
Phases  II  and  III  could  not  be  complete.  On  the  other  hand,  the  study 
could  not  give  much  attention  to  the  other  and  total  BOS  question.  It 
did  find  it  necessary  to  make  its  final  recommendation  (Section  VII)  on 
RPHA  consolidation  conditional  on  longer-term  total  BOS  consolidation. 

On  the  execution  axis  in  Figure  7,  Alternative  2  is  placed  only  shortly 
to  the  left  of  Alternative  l  (the  CMO) .  Although  Alternatives  2,  3,  4, 
and  Y  do  bring  RPMA  execution  elements  within  their  corresponding  consol! 
dated  organizations,  they  leave  almost  all  the  shops  in  place  physically. 
Thus,  Alternatives  2,  3,  and  4  provide  more  consolidation  than  centrallta 
tion  of  RPMA  execution.  Alternative  2  consolidates  and  centralizes  RPMA 
management . 
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V.  METHODOLOGY 


16.  Introduction.  This  auction  daacrlbaa  tha  study's  quant ltstlva 
■at hods  In  general  tarns.  Application  of  tha  methods,  of  course,  involves 
a  grant  deal  of  RPMA  data  which  la  dascrlbad  In  Appendix  0-1,  Voluna  II. 
Appendixes  H-l  and  H-2  (Voluna  II)  handle  actual  applications  of  nethods 
to  data.  This  section  provides  a  step-by-step  example  of  tha  results 
illustrating  how  tha  spaces  ware  as tine ted  for  Alternative  2. 

17.  Discussion. 

a.  Tha  basic  method  of  tha  study  was  to  conpara  alternative 
approaches  to  RPMA  with  regard  primarily  to  manning  levels,  annual  coats, 
and  conversion  costs,  and  secondarily  to  a  number  of  qualitative  or 
judgmental  factors.  The  study  team  eliminated  any  alternative  which  did 
not  meet  the  "at  least  same  level  of  service"  constraint. 

b.  A  feasible  alternative  was  one  that  appeared  to  satisfy  the 
level  of  services  constraint  without  undue  increase  in  manning  level, 
annual  cost,  and  conversion  cost.  A  desirable  alternative  to  the  CMO 
had  to  be  feasible  and  also  offer  savlnga  in  manpower,  savins*  in  coat, 
and  improved  level  of  service. 

c.  Thus,  the  two  basic  questions  to  be  answered  were:  "Is 
further  Panama  RPMA  consolidation  feasible?"  and  "If  further  consolidation 
is  feasible,  le  it  desirable?"  Because  the  Information  generated  and 
collected  during  this  type  of  cost-benefit  analysis  Is  limited  and 
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necessarily  depends  ao  haavily  on  tha  past,  a  allghtly  diffarant  anavar 
on  desirability  sight  ariaa  as  tha  raault  of  latar  implementation  analysis 
and  planning. 

d.  In  actuality,  historical  workloads  cannot  ba  known  with 
absoluta  cartalnty.  Tha  usually  aval labia  data  ara  1 labia  to  arrora  of 
both  oadsalon  and  commission.  Horaovar,  tha  historical  data  say  posaass 
lass  rasolution  than  daairabla.  Tha  analyat  la  prona  to  succumb  to  tha 
popular  (but  aosatiaas  misleading)  dictum:  tha  only  data  avallabla  ara 
tha  bast  data.  Whan  historical  data  com  from  diffarant  aourcaa  (a.g., 
diffarant  sarvicas) ,  thay  may  describe  tha  same  work  in  diffarant  taros, 
or  (and  this  is  autre  coenon)  thay  say  describe  diffarant  work  in  diffar¬ 
ant  terms.  Tha  analyat  than  oust  taka  the  difficult  additional  step  of 
converting  as  such  data  as  possible  to  soma  coason  basa — parhapa  expresa- 
lng  all  in  tha  tarms  of  ona  of  tha  aourcaa,  or  perhaps  all  in  an  entlraly 
different  act  of  tarma.  The  latter  sometimes  achieves  tha  added  blessing 
of  giving  the  appearance  of  fairness  to  all.  This  study  has  followed 
precedent  by  translating  all  data  provided  into  tha  terms  of  the  desig¬ 
ns  tad  lead  service — in  this  case  tha  Army. 

a.  This  study  used  a  lass  genaral  approach  to  shop  and  overhead 
spaces.  Moat  shop  spaces  were  accepted  directly  as  given.  Only  a  vary 
small  fraction  of  shop  spaces  are  regarded  as  subject  to  change.  On  tha 
other  hand,  almost  all  tha  overhead  spaces  wars  derived  in  accord  with 
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staffing  gulds  prlnclplss.  Accordingly,  thsy  v«r«  subject  to  change, 
dependent,  not  Juat  directly  on  workload,  but  also  Indirectly  on  the 
degree  of  organisational  consolidation  lapoaed.  In  particular,  the  Army 
Staffing  Guide  makes  manpower  levels  dependent  on  workloads  in  laarning 
curve  (actually  step  function)  fashion.  That  Is,  it  applies  notions  of 
econosiy  of  scale  to  work  and  work-like  activities.  Although  the  Aray 
Staffing  Guide  is  an  official  Aray  publication,  it  is  only  a  "guide." 
Manpower  surveys  remain  more  authoritative,  though  these  often  depend  to 
aosw  extent  on  the  Aray  Staffing  Guide.  In  any  case,  there  are  often 
eound  reasons  for  taking  exception  to  the  Aray  Staffing  Guide  within  the 
Aray.  With  soae  Justification,  the  Air  Force  and  Navy  can  express 
displeasure  at  the  application  of  Aray  Staffing  Guide  principles  to 
their  own  RPMA  workloads  and  eleaents.  But  here  again,  the  analyst 
applies  an  arguoent  similar  to  that  employed  to  justify  comparisons 
based  on  historical  data. 

f.  It  was  assumed  that  the  ranking  of  alternatives  and  the 
relative  differences  among  alternatives  based  on  Army  Staffing  Guide 
principles  provide  valid  approximations.  It  is  not  suggested  that  manning 
levels  derived  for  the  alternatives  are  the  ones  that  implementation  teams 
would  determine.  But  it  is  claimed  that  the  order  and  relative  differences 
among  alternatives  would  be  the  same.  The  assumption  and  suggestion  are 
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offered  aosmwhat  In  defeult  beceuee  the  Kevel  Public  Worke  Center  cennot 
be  beeed  on  e  nonexistent  Navy  staffing  guide  end  beceuee  the  Air 
Force  will  not  formalise  e  new  revleed  staffing  guide  for  months  to  cone . 
Instead,  this  study  took  the  special  step  of  standardising  the  CHO 
(referred  to  as  Alternative  1A)  for  all  services  In  accord  with  A ray 
Staffing  Culde  principles.  This  step  la  necessary  to  show  that  the  total 
differences  between  the  real  CHO  and  the  other  alternatives  are  not 
entirely  attributable  to  organisational  consolidations,  but  also  to 
definitional  and  procedural  differences.  This  Is  not  a  true  consollda- 
tion  alternative,  but  rather  an  analytical  step  that  quantifies  effect. 

g.  Section  VI  shows  the  results  of  applying  Army  Staffing 
Culde  principles  with  necessary  adjustments  to  the  original  alternatives 
and  estimated  ennual  costs  (primarily  salary  and  bsneflta).  Note  that, 
at  least  In  theory,  the  estimated  salary  costs  have  somewhat  higher 
resolution  than  those  estimated  in  some  other  known  consolidation  studies. 
In  some  studies,  the  manning  and  workload  data  were  too  gross  to  permit 
more  than  the  application  of  average  supervisory  to  nonsupervlsory  ratios 
ecross  all  functions.  In  this  study,  the  salary  ratios  for  each  function 
were  calculated  separately.  Thus,  the  estimated  salary  changes  In  this 
study  era  more  sensitive  to  differential  changes  In  supervisors  and  non- 
supervisors  among  functions  than  If  only  a  single  average  were  used. 
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18.  Development  of  an  Example  Alternative.  Figure  8  shows  an 
example  applying  >.  nty  Staffing  Culde  principles  and  following  adjustments 
in  the  development  of  Alternative  2. 

a.  Step  0  (not  performed)  serves  as  a  reminder  that  a  completely 
unconsolidated  RPMA  structure  In  Panama  would  almost  certainly  have 
contained  more  people  than  doeB  the  CMO--probably  about  72  (1,585  total) 
more  people--spaces  that  cannot  be  attributed  to  further  consolidation. 

b.  Step  1  shows  that  the  0M0  employs  1,513  people  in  RPMA  and 
RPMA-related  functions. 

o.  Step  3  shows  an  eight-space  adjustment  to  account  for  the 
transfer  of  master  planning  to  the  Mohile  District  of  the  Corps  of 
Engineers. 

d.  Step  3  was  performed  in  order  to  “standardize"  the  CMC. 

The  result  Is  a  smaller  base  case  consisting  of  another  52  fewer  spaces 
than  the  original  CMO.  The  reduction  in  spaces  due  to  standardization 

. ertalnly  cannot  he  attributed  to  consol idat ion . 

e.  Step  1*  applies  the  Ar-  taffing  Culde  principles  to 
Alternative  2.  This  97-space  reduction,  primarily  in  overhead  and 
installation  support  to  Rl'HA,  is  overly  optimistic  in  the  sense  t! at  the 
Army  Staffing  Culde  includes  no  special  allowance  for  the  physical 
dispersion  of  RPMA  customers. 
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SUMMARY  OF  THE  STEPS  IN 
DEVELOPMENT  OF  ALTERNATIVE  2 

iTEP 

0  Hypothetical,  completely  untowHidiltd  Ptnami 

1  Tht  CMO  (i  f  .  fiitady  pettielty  (Mtotidilfd.  paittaliy 
(»ni(*lu»d  < Atte* native  1)) 
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4  Complftf  conwIidaliM.  Jiiummf  compel?  coUoolto*. 
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I  Ad|M' tment  lot  i»mM«wt»K»  diflftU  " 
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Figure  8 


f.  Therefore,  Step  5  is  applied  to  increase  the  strength  of 
the  organization  to  conpensate  for  the  additional  burden  of  managing 
geographically  dispersed  activities.*  Step  5  adds  15  spaces. 

g.  Step  6  adds  19  spaces  for  the  last  step  in  building  Htr- 
natlve  2  because  the  implementation  of  a  revolving  fund  requires  some 
additional  people. 

h.  Alternative  2  Includes  some  BOS  functions  within  the  consoli¬ 
dated  RPMA  organization.  Through  this  consolidation,  some  economies  of 
scale  are  achieved.  However,  not  all  the  theoretical  savings  arc  real¬ 
izable.  Some  of  the  other  BOS  elements  support  activities  besides 

RPMA.  Thus,  Alternative  2  requires  some  fragmentation  and  rounding  of 
other  BOS  elements.  The  result  is  that  33  of  the  theoretical  savings  in 
support  to  RPMA  are  retained  within  the  other  BOS  elements  and  thus  are 
unrealizable  as  savings.  Step  7  applies  this  upward  adjustment  for  the 
unrealizable  support  savings. 

1.  Step  8  suggests  that  a  mult iservlce  consolidation  might 
require  a  few  more  spaces  than  would  a  single  service  consolidation  of 
the  otherwise  same  size.  This  study  did  not  make  an  adjustment  at  this 
step . 

j.  A  standard  or  generalized  RPMA  reporting  system  seems  several 
years  off  at  best.  This  would  probably  require  some  additional  spaces 
for  multlreportlng  for  years  to  come.  (Appendix  C-3,  Volume  II,  describes 
an  effort  to  estimate  the  adjustment  for  multlreportlng.)  Probsbly  a  bit 
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too  optimistically,  Step  9  does  not  add  any  multireporting  spaces  since 
experience  was  so  Halted. 

k.  The  study  team,  as  the  rule  of  thuab  In  previous  single 
service  consolidations,  regarded  3  percent  to  total  strength  as  a 
tentative  threshold  of  significance.  In  this  study,  because  of  the 
aultlservlce  aspects,  4  percent  was  adopted  as  a  new  rule  of  thuab. 

This  Is  a  very  rough  rule  of  thuab.  Depending  on  one's  own  ideas  of 
what  Is  safe  or  certain,  the  analyst  can  choose  to  add  or  subtract  spaces 
In  the  naae  of  scientific  Integrity,  conservatism,  liberalism,  general 

or  special  uncertainties,  and  optimism  or  pessimism. 

l.  The  bottom  line  In  Figure  8,  then,  reflects  the  results  of 
an  orderly  but  somewhat  uncertain  process  of  estimation.  Significantly, 
what  began  as  a  CMO  point,  1,313  spaces  (but  even  this  must  be  uncertain 
by  a  few  spaces),  becomes  somewhat  diffuse  by  the  Step  10  bottom  line, 
and  even  more  so  with  the  optimistic  zero  adjustments  of  Steps  8  and  9. 

m.  Figure  8  may  give  the  Impression  that  the  method  is  based 
only  or  votal  numbers  of  people,  disregarding  skills.  Such  an  )*qpres- 
slon  Is  both  unintended  and  Incorrect.  The  number  of  people  by  function 
for  each  alternative  was  determined  with  appropriate  staffing  procedures 
(see  Appendix  H-l,  Volume  II).  This  method  preserves  the  distinction 
between  supervisory  and  nonsupervisory  strength  for  each  function.  The 
salary  estimates  (in  FY  78  dollars)  reflect  these  function-sensitive 
differences. 
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VI.  RESULTS  AND  FINDINGS 


19.  Introduction. 

a.  This  ■action  luwrliti  th«  remits  and  find  Inga  of  ehla 
atudy.  Tha  report  annexes,  mostly  In  Annex  H  and  lta  append lxea  (Volume 
II),  preaent  detailed  reaulta  and  their  development. 

b.  Thla  atudy  was  especially  careful  to  distinguish  between 
differences  purely  attributable  to  consolidation  and  the  differences 
achievable  by  other  means;  its  estimates  of  net  changes  are  probably  more 
conservative  than  thoaa  In  prevloua  consolidation  studies.  The  practical 
experience  of  SARPMA  has  tempered  the  interpretation  of  the  quantitative 
evidence  collected  from  Panama.  The  SARPMA  experience  haa  been  particu¬ 
larly  useful  In  providing  nev  Insight  on  the  intensity  and  duration  of 
turbulence  aaaoclable  with  implementation  planning  and  then  actual 
Implementation,  on  multiple  and  standardized  reporting,  and  on  BOS 
fragmentation.  As  this  section  shows,  the  net  differences  among  alter¬ 
natives  are  probably  less  than  many  people  outside  Panama  expected.  The 
principal  reason  for  this  Is  described  in  terms  of  a  qualitative  but 
Important  finding  that  v*»  never  a  secret  but  was  evidently  not  widely 
appreciated. 

20.  Pre-Treaty  Panama.  Significantly,  the  CMO  today  reflects  many 
positive  results  of  pest  Intraservice  and  interservice  analyses  of  RPMA 
and  other  functions  of  BOS.  To  varying  degrees,  the  CMO  already  Involves 
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lntraservlce  organisational  consolidation,  lntraaarvlca  consolidation  of 
som  RPMA  shop  functions,  and  lntaraarvica  consolidation  of  a  few  other 
RPMA  (or  RPMA-lika)  functions.  Thus,  many  of  tha  usual  advantages 
attributable  to  RPMA  consolidation  have  already  been  exploited  to  a 
large  extent,  leaving  relatively  less  to  be  gained  by  further  consolida¬ 
tion.  It  la  notable  that  the  Installations  and  organisations  considered 
in  som  other  TtPMA  consolidation  studies  vers,  at  the  beginning,  auch 
less  consolidated  and  *ore  dispersed  chan  those  in  Panama  today. 

a.  Many  military  installations,  for  exanple,  belong  to  a  single 
organisation  in  Panama,  the  193d  Infantry  Brigade.  The  brigade  Facility 
Engineer  (FE)  is  already  a  single  nanager  of  RPMA  for  those  installations. 
His  staff  is  sMller  than  would  be  the  total  for  an  equal  number  of 
unconsolidated  installation  FEs. 

b.  Regardless  of  the  outcoM  of  this  study,  on  1  October  1979, 
the  Army  assumed  responsibility  fro*  the  PsnaM  Canal  Company  (PCC)  for 
trash  collection  and  Mlntenance  and  repair  of  Mdical,  dependent  educa¬ 
tion,  and  other  facilities  transferred  fro*  the  PCC. 

c.  The  theater,  contrary  to  som  opinion  and  certainly  *ore  so 
than  nany  other  regions,  has  been  rather  progressive  in  its  treatment  of 
RPMA  over  the  years.  The  services  in  Panama  have  cooperated  with  one 
another  and  the  PCC  in  *any  ways  to  the  general  benefit,  though  not 
necessarily  the  perfection,  of  RTMA  natters.  Admittedly  som  of  the 
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past  progress  say  'ave  been  influenced  by  outside  pressures.  Neverthe¬ 
less,  the  Arsy,  Air  Force,  and  Navy  In  Panama  deserve  sore  compliments 
than  criticism  for  the  state  of  RPKA  there  today. 

21.  Secondary  Topics.  Family  housing  management  and  transporta¬ 
tion  are  addressed  here  because  the  study  tasker  asked  that  they  be 
Included  even  though  all  or  part  of  those  functions  need  not  be  regarded 
vlthlr.  RPNA .  Family  housing  maintenance  is  unquestionably  included  in 
the  regular  RPMA  structure  of  the  Air  Force  and  Navy  and  is  so  treated 
throughout  this  study.  Family  housing  management,  especially  the  assign¬ 
ment  of  housing,  is  a  controversial  subject.  Family  housing  management 
can  be  plugged  into  or  unplugged  from  the  RPMA  alternatives  without 
influencing  the  relative  feasibility  or  desirability  of  the  alternatives. 
Consideration  of  administrative  vehicles  has  been  merged  with  treatment 
of  the  regular  RPMA  equipment  in  paragraph  21b  below. 

a.  Family  housing  management.  Acting  under  DOD  direction,  in 
1977  a  tri-service  team  chaired  by  the  Army  studied  the  feasibility  of 
consolidating  all  family  housing  management  functions.-  That  team 
concluded  that  it  was  feasible  to  consolidate  and  that  the  Air  Force 
should  be  responsible  for  the  new  organisation.  Following  Independent 
review  of  the  earlier  study,  ESC  concurred  with  the  team's  conclusion  on 

7/  DA,  USAFORSCOM,  193d  Inf  Bde  (CZ) ,  Family  Housing  Management 
Consolidation  Study. 
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fusibility.  However,  BSC  did  not  find  it  necessary  to  include  family 
housing  management  within  an  RPMA  consolidation.  Inclusion  is  not 
necessary  to  RPMA  or  to  family  houalng  management.  The  family  housing 
management  issue  le  at  seat  incidental  to  the  broader  RPMA  question;  it 
neither  makes  nor  breaks  any  ease  for  or  against  RPMA  consolidation. 
Because  of  other  pressing  matters,  the  services  have  not  yet  reduced 
tbeir  differences  In  family  housing  management  to  the  point  that  its 
incorporation  should  occur  in  the  early  phases  of  even  a  total  BOS 
consolidation. 

b.  Transportation.  The  overall  transportation  function  Includes 
both  administrative  vehicles  and  construction  special  purpose  equipment 
maintenance  and  repair.  The  study  tasker  seeks  an  analysis  of  the 
former  and  RPMA  consolidation  dasmnds  consideration  of  the  latter. 

These  separate  analyses  address  consolidation  feasibility  regardless  of 
the  RPMA  consolidation  decision. 

(1)  Maintenance  and  repair  of  administrative  vehicles 
encompass  all  work  accomplished  above  the  individual  transportation 
motor  pod;-  This  process,  then,  parallels  the  existing  engineer  equip¬ 
ment  repair  procedures.  The  Air  Force  and  Navy  now  receive  equipment 
maintenance  from  the  Army  via  ISSAs.  Our  limited  analysis  indicates 
that  savings,  approaching  seven  personnel,  can  be  realised  by  consoli¬ 
dating;  and  therefore,  the  command  should  Initiate  action  for  Imple¬ 
mentation. 
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(2)  Currently  each  service  owns  end  operates  several 
pieces  of  hlgh-dollar,  awhile  construction  equipment.  Potential  savings 
can  accrue  fro*  the  consolidation  of  low  utilisation  construction  equip¬ 
ment.  ESC  analysed  the  services'  utilisation  rates,  estimated  when  not 
submitted,  to  determine  the  number  of  actual  hours  used  during  the  base 
year.  Utilisation  was  further  refined  to  account  for  seasonal  variations 
of  availability.  This  process  Indicated  that  upwards  of  69  pieces  of 
equipment  could  be  released  If  the  services  consolidate  and  pool  the 
engineer  equipment  resources.  In  terms  of  cost  avoidances  from  not 
having  to  replace  as  many  pieces  of  equipment,  the  net  capitalised  cost 
savings  to  the  Government  would  approach  $100,000  per  year.  This 
warrants  the  consolidation  of  equipment. 

22.  Coswarlnon  of  Alternatives. 

a.  Figure  10  Is  a  tabulation  of  this  study's  quantitative 
estimates  of  the  personnel  space  requirements  and  annual  personnel  costs 
for  the  Initial  alternatives.  Both  the  original  CM0  and  the  CMO  standard¬ 
ised  to  the  Army  Staffing  Guide  ere  Included  as  Alternatives  1  and  1A, 
respectively.  (Recall  that  Alternative  1A  quantifies  effect.) 

(1)  The  first  two  columns  repressnt  the  RPMA  organisations 
proper.  For  Alternatives  2  end  the  RPMA  organisation  Included  13  and 
14  spaces,  respectively,  taken  In  from  BOS  end  made  organic  to  the  HFMA 
organisation. 

(2)  The  third  column  represents  Staff  Engineer  elements. 
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(3)  The  fourth  column  represents  the  other  Installation 
support  (BOS)  to  RPMA,  which  spaces  lie  outside  the  RPMA  organisation 
proper. 

(4)  Column  S  identifies  other  BOS  spaces  that  support  RPMA 
but  could  not  be  reduced  because  of  BOS  residual  roles  and  rounding  off 
of  fractional  spaces. 

(5)  Column  6  presents  the  totals  for  all  elements  of  the 

RPMA  complex. 

b.  Figure  9  includes  measures  of  the  relative  differences 
among  the  alternatives.  These  are  shown  in  columns  7  and  8.  Recall  that 
these  are  comparative  strictly  in  the  sense  of  application  against  PY  78 
workloads,  bt.t  it  is  assumed  that  the  relative  differences  would  be  the 
same  for  other  years. 

(1)  Column  7  presents  the  gross  changes  in  terms  of  the 
percentages  of  the  corresponding  values  for  Alternative  1.  Recall  how¬ 
ever  ,  that  Alternative  1  is  not  expressed  in  Army  Staffing  Cuide  terms. 
Therefore,  differences  with  respect  to  it  cannot  be  entirely  attributed 
to  consolidation. 

(2)  Column  8  presents  the  changes  in  terms  of  percentages 
of  the  corresponding  values  for  Alternative  1A.  Inasmuch  as  Alternative 
1A  is  the  CMO  standardized  in  terms  of  the  Army  Staffing  Guide,  it  is  a 
better  basis  for  changes  attributable  to  consolidation. 
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c.  Relative  to  Alternative  1A,  the  changes  in  personnel  strength 
attributable  to  consolidation  are  slight.  Only  the  changes  for  Alternative 
2  approach  the  rule  of  thuab  threshold  of  significance,  suggesting  a 
slight  prospect  for  savings.  Notably  the  change  for  Alternative  A  is 
upward;  relative  to  Alternative  1A,  Alternative  A  adds  spaces  to  the 

total  KPMA  complex.  Notice  that  annual  personnel  costs  do  not  change  by 
the  same  percentages  as  estimated  for  personnel  spaces.  Because  the 
study's  method  applied  costs  sensitive  to  the  salary  differences  among 

functions,  a  reduction  in  higher  grade  spaces  causes  larger  estimates  in 

salary  fluctuations  than  for  the  less  sensitive  methods  applied  In  some 
other  studies.  (The  higher  sensitivity  may  be  misplaced  in  the  short 
run  Inasmuch  ns  some  of  the  higher  graded  people  well  might  exercise 
humping  rights  and  retain  high  salaries  for  the  maximum  allowable  periods. 
Also,  no  adjustment  has  been  made  for  the  possibility  'hat  '>>•  remaining 
supervisory  and  managerial  spaces  may  have  to  he  upgraded,  with  corre¬ 
sponding  salary  Increases,  to  match  the  Increased  responsibilities  of  those 
fewer  remaining  supervisors  and  managers.) 

d.  Figure  10  Is  a  graphical  comparison  of  the  personnel  spaces 

and  annual  personnel  costs  extracted  from  Figure  9.  Note  first  that  the 
origin  is  not  at  0  people,  0  costs,  but  at  1,200  people  and  a  $16M  cost 
level.  The  difference  between  Alternatives  1  and  2,  disregarding  the 

uncertainties  and  that  portion  of  the  difference  not  attributable  to 
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Figure  10 


consolidation,  look*  tempting.  But  whan  allowance  la  made  for  thaaa 
factors,  the  likelihood  of  reduction,  even  under  the  single  Manager 
concept,  la  seen  to  be  slight. 

a.  In  all  cases,  the  shop  strengths  are  preserved  to  assure 
the  sane  or  better  level  of  RPMA  service  to  all,  provided  RPMA  management 
does  not  become  negligent  or  biased. 

f.  The  Air  Force's  contingency  missions  dictate  that  Military 

personnel  be  in  the  RPMA  force.  Their  elseion  "Includes  an  on-call  base 

operations  sustaining  capability  to  aaaure  the  continued  launch  and 

8/ 

recovery  of  elseion  aircraft  and  fire  craeh/reecue."-  This  necessitates 
that  any  consolidated  organisation  be  able  to  provide  these  functions. 
Special  options  for  providing  these  functions  are  being  considered  In  other 
theaters  where  contractor  and  host-nation  support  possibilities  may  be 
greater  than  In  Panama,  at  least  In  the  short  run. 

g.  The  study  team  regards  the  adjusted  Army  Staffing  Guide 
estimates  of  personnel  strengths  and  annual  costs  of  the  alternatives 
as  optimistic.  Part  of  this  optimism  may  be  attributed  to  the  uncer¬ 
tainties  already  discussed  and  to  the  fact  that  the  "adjustments"  for  RPMA 
definitional  and  reporting  differences  were  set  at  zero.  The  team  has 
also  been  Influenced  by  the  recent  practical  experience  at  SARPMA. 

8/  DAP,  AF  Engrng  and  Svcs  Ctr,  HQ,  ltr.  Review  of  Coemmnts  on  Draft 
Cost-Benefit  Analysis  of  Panama  RPMA  Consolidation. 


SARPMA  reflects  e  large  step  forward  but  cannot  ae  yet  be  regarded  as 
a  fully  optimized  approach.  Appendix  H-3,  Vo lime  II,  Hate  many  obser¬ 
vations  about  SAFPMA  end  closes  with  soae  lessonn  alnost  certainly 
relevant  for  Panoaa.  Many  of  these  lessons  laply  aoas  additional 
(largely  upward)  adjustaenta  in  the  nuafeera  of  people  (soae  in  the  short 
run,  others  in  the  long  tun)  required  to  manage  and  execute  consolidated 
RPMA.  The  state-of-the-art  for  hypothetical  and  real  RPMA  consolida¬ 
tions  is  such  that  aany  of  the  additional  adjuataants  have  not  been 
quantified.  Ch.  the  basis  of  SARPMA  experience,  the  following  points  are 
offered  to  explain  the  study  teaa'c  very  cautious  attitude  about  savings 
in  spaces  or  costa. 

(1)  More  effort  and  hence  one-tise  expense  for  lnplaoenta- 
tlon  planning  seesui  necessary,  because  so  aany  lnplaaanters  usually 
cove  fro®  the  affected  coaaands,  there  aay  be  e  paradox — greater  effort 
devoted  to  lapleaentat ion  planning  in  order  to  reduce  turbulence  aay  take 
so  many  people  away  fro®  their  regular  Jobs  that  turbulenca  la  Increased. 

(2)  Set  up  a  high-level,  collective  work  prioritization 
syatea  or  coaaittea.  Thla  is  needed  to  iaprovv  perforaance  but  adds  to 
coat. 

(3)  Develop  and  operate  e  project  tracking  aystaa.  This 
adds  worthwhile  expense  and  spaces  to  the  consolidated  agency. 

(4)  Provide  strong  planning  and  programing  (In  tha  full 
program,  not  aiagle  project  sense)  in  the  consolidated  agency. 


than  typical  of  alnglt  installation  experience.  Tha  requirement  nay  ba 
for  "out aiders ,"  perhaps  with  higher  grades. 


(8)  Panama  seems  potentially  much  more  turbulent  than  any 
other  consolidation  considered  to  date.  Therefore,  postponing  Panama 
consolidation  may  be  justified  (l.e.,  the  suggestion  by  some  to  let  most 
of  the  Treaty  chips  fall  where  they  may  before  attempting  full  consoli¬ 
dation  may  have  some  merit). 

(9)  No  one  service  seems  clearly  superior  to  the  other  In 
all  RPMA  respects.  Yet  the  "practical"  approach  to  consolidation  seeaui 
to  be  to  let  a  lead  service  impose  its  approach.  Ideally,  a  consolida¬ 
tion  should  adopt  the  best  from  each  service.  No  one  seams  to  have 
achieved  this  In  practice.  The  optimal  organisation  cannot  be  determined 
simply  by  further  study.  Indeed,  the  practical  approach  sees*  to  be  to 
implement  first  along  load  service  lines  with  optimisation  pursued  later 
by  evolution. 
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(10)  Again ,  the  consolidated  RPHA  agency  must  apply  a 
regional  outlook  to  aatlsfy  customers  In  some  best  Individual  and 
collective  sense.  The  need  for  the  regional  agency  to  balance  local/ 
global,  special/general,  and  project /program  cannot  be  overlooked  in  the 
selection  of  key  f*ces  it  iill  the  agency's  critical  spaces.  Additional 
and/or  higher  grade  spaces  are  Implied. 

h.  The  method  used  to  generate  the  staffing  estimates  for  each 
alternative  does  not  track  spaces  from  the  CHO  on  a  one-for-one  basis 
into  new  slots.  Nevertheless,  even  tit  the  feasibility  study  phase 
almost  everyone  1*  Interested  In  the  probable  changes  to  the  strengths 
of  each  service.  Hie  best  estimate  at  this  stage  is  simply  to  divide 
the  total  changes  in  spaces  and  salaries  in  proportion  to  PY  73  RPHA  in- 
house  and  contracting  costs.  Figure  11  shows  proportional  estimates  of 
the  gross  changes  fro*  the  FY  78  CMO  for  each  service  for  the  quantified 
Alternatives  2  through  4.  These  arc  not  projections  of  future  changes; 
they  are  simply  estimates  applicable  to  the  FY  78  <XAmple  time  frarv 
and  workload.  Note,  too,  that  these  gross  changes  combine  differences 
attributable  to  consolidation  with  the  differences  attributable  to 
applying  Army  management  and  overhead  guidelines  acrons  the  CMO. 


APPROXIMATE  GROSS  SAVINGS  PER  SERVICE^ 


Alternative  2.  , 

Alternative  3 

Alternative  4  . 

Per¬ 
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Salary—' 

<$M) 
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SalaryH/ 
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Per¬ 
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Salary £' 
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Army 

39 

.72 

25 

.43 

4 

.04 

Air  Force 

25 

.47 

17 

.28 

2 

,02 

Navy 

17 

.32 

11 

.18 

1 

.01 

a/  Rough  estimates  proport 1 onal  to  FY  78  workload.  Figures  calcu¬ 
lated  from  unadjusted  OR)  Alternative  1.  These  estimates  are  applicable 
only  against  the  FY  78  workload.  Only  parts  of  theae  changes  are  attrib¬ 
utable  to  consolidation.  Savings  generated  by  total  BOS  consolidation 
should  far  exceed  thoae  In  figure, 
b/  In  FY  7b  dollar# . 


Figure  11 

VII.  CONCLUSIONS  AND  RECOMMENDATIONS 

23.  Conclusions.  Thi#  study's  conclusion*  are: 

a.  Alternative  1,  CMC.  The  CMO  in  its  own  right  i«  clearly 
feasible  but  it  la  not  the  most  desirable. 

b.  Alternative  2.  This  single  manager  organisational  structure 
is  also  feasible  and  does  offer  prospects  for  relative  savings.  BOS 
fragmentation  and  interaervice  differences,  however,  increase  uncertainty 
which  leads  to  the  conclusion  that  it.  is  only  marginally  desirable. 

c.  Alternative  3.  Consolidation  under  this  dual  manager  alter¬ 
native  is  feasible  but  suffers  the  disadvantage  of  staffing  the  Air  Force 
by  Army  procedures.  This  alternative  is  therefore  considered  undesirable. 


d.  Alternative  4.  This  dual  manager  alternative  applies 
staffing  procedures  similar  to  those  of  the  parent  services.  Although 
it  is  a  feasible  approach  to  consolidation,  it  is  clearly  undesirable. 

e.  Enhanced  CMO.  ESC  concurs  with  the  service*  that  an 
enhanced  CMO  which  expands  reliance  on  ISSAa  and  contracting  offers 
prospective  short-term  savings.  This  concept  is  also  feasible,  but  it 
Is  not  a  desirable  long-term  approach. 

f.  Expanded  single  manager.  This  study's  analysis  concluded 
that  a  single  manager  PJHA  is  feasible  but  lacks  clear  desirability 
because  of  nonstandard  service  procedures.  Therefore,  an  additional 
qualitative  step  was  postulated.  The  short-term  solution  advocates  an 
Army  RPMA  incorporating  the  long-term  objective  of  a  new,  standardized 
BOS  system  for  all  services.  This  solution  Is  clearly  feasible  and 
desirable. 

24.  Answers  to  Secondary  Questions. 

s.  The  consolidation  of  the  maintenance  and  repair  of  admin¬ 
istrative  vehicles  and  equipment  is  feasible. 

b.  Tf  any  of  the  multiple  RPMA  manager  alternatives  Is  adopted, 
real  estate-accountable  recordkeeping  should  remain  with  each  service. 

A  single  manager  alternative,  however,  consolidates  this  function  in  the 
r.ev  RPMA. 

c.  Consolidation  of  fasdly  housing  management  ta  feasible  but 
is  not  needed  within  a  consolidated  RPMA  organization. 
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25.  Recoamendat Iona .  ESC  recommends  Implementing  Alternative  2  if 


and  only  if  it  is  explicitly  united  with  the  longer-term  objective  of 
standarizing  all  BOS  for  Defense  Complex  Panama.  To  this  end,  all  future 
actions  should  be  geared  towards: 

a.  Implementing  the  RPKA  phase  of  total  BOS  consolidation  in 

1  to  2  years  at  the  earliest,  thereby  allowing  much  needed  reconciliation 
of  current  Treaty-related  uncertainties. 

b.  Augmenting  the  usual  ln-theater  implementation  planning  staff 
with  about  10  outside  experts  with  skills  In  planning  in  general  and 
personnel,  funding,  and  reporting  in  particular. 

c.  Implementing  primarily  along  Army  RPMA  lines  with  the  target 
of  Inter  integration  within  an  evolving,  standardized,  optimized  BOS. 

d.  Developing  and  implementing  standardized  reporting,  funding, 
and  ADP  systems. 

e.  Exempting  the  services  in  Panama  from  duplicative,  non¬ 
standard  reporting  requirements. 
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STUDY  REQUESTS 
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Memorandum,  Assistant  Secretary  of  Defense  (Manpower,  Reserve 

Affairs,  and  Logistics),  subject:  Planning  Guidance  for  US 

Military  Installations  in  Panama,  18  October  1978  A-2 

Memorandum,  Office  of  the  As^iwtnnt  Secretary  of  Defense 
(Manpower,  Reserve  Affairs,  and  Logistics),  subject:  Implemen¬ 
tation  of  DOD  Planning  Guidance  Relevant  to  US  Military  Instal¬ 
lations  in  Panama,  19  October  1978  with  Inclosure  A-5 

Memorandum,  Office  ot  the  Chief  of  Engineers,  Director  of  Militarv 
Programs,  subject:  Consolidation  of  Real  Prrperty  Maintenance 
Activities  (RPMA)  at  US  Military  Installations  in  Panama, 

13  December  1978  with  Inclosure  A-ll 
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ASSISTANT  SECRETARY  OF  DEFENSE 

WASHINGTON!  O  C  J0J01 

1  •  OCT  H78 

MANPOWfft 

AtStNVC AFFAIRS  i 

ANO  LOGISTICS  +' 

MEMORANDUM  FOR  Secretary  of  the 

Secretary  of  the 
Secretary  of  the  Air  Force 
Director,  Joint  Staff,  OJCS 
Director,  Defense  Logistics  Agency 
Director,  Defense  Mapping  Agency 

SUBJECT:  Planning  Guidance  for  U.S.  Military  Installations 
in  Panama 


This  memorandum  addresses  facilities  planning  and  base  opera¬ 
tions  in  Panama  for  the  period  subsequent  to  the  entry  into 
force  of  the  Panama  Canal  Treaty  on  October  1,  1979  (T-Day) 
and  is  pursuant  to  DEPSECDEF  memorandum  of  June  20,  1978, 

Subject:  "Panama  Canal  Treaty  Implementing  Guidance." 

Considerable  change  will  be  experienced  by  U.S.  Forces  and  their 
dependents  and  civilian  employees  in  Panama  within  the  next  few 
years  as  a  consequence  of  the  Panama  Canal  Treaty.  Military 
units  and  activities  will  be  relocated.  Several  retail  functions, 
the  postal  service,  dependent  schools  system,  and  health  and 
medical  system  will  be  transferred  to  the  Services  from  the 
Canal  Zone  Government/Panama  Canal  Company.  Adjustment  to  those 
changes  incident  to  Initial  implementation  of  the  Treaty  will  be 
difficult,  but  has  been  facilitated  by  the  planning  Initiated 
and  coordinated  by  Commander-in-Chief,  U.S.  Southern  Command 
(USCINCSO)  and  approved  by  DEPSECDEF.  It  is  essential  that 
follow-on  planning  be  initiated  now  to  assess  the  impact  of 
anticipated  change  in  the  post  T-Day  period  and  provide  for 
timely  development  of  the  most  cost  effective  base  structure 
required  to  satisfy  U.S.  requirements  for  the  life  of  the 
Treaty.  This  planning  encompasses  regional  complex  master 
planning  and  consolidation  of  certain  base  operating  support 
(BOS)  elements  and  real  estate  management. 

Coordination  of  T-Day  and  post  T-Day  base  structure  planning 
can  best  be  realized  within  the  framework  of  an  approved 
Panama  regional  complex  master  plan  (RCMP)  based  upon  force 


2 


levels  approved  in  FY  00  Program  Decision  Memoranda  after 
consideration  of  Service  POM  Supplements,  FY  80-8i<,  This 
planning  will  involve  all  Defense  Components  in  Panama  in  the 
analysis  of  the  primary  functional  subsystems  that  constitute 
the  military  base  structure  in  Panama  and  planning  for  their 
subsequent  efficient  interaction.  In  serving  as  the  base¬ 
line  for  future  base  development  in  Panama,  such  a  comprehensive 
plan  is  expected  to: 

—  realize  maximum  utilization  of  available  facility 
assets  in  terms  of  overall  requirements  of  U.S. 

Forces . 

—  support  programming  of  post  T-Day  facility  construction, 
especially  that  stemming  from  further  Treaty-generated 
displacement  of  military  units  and  activities. 

—  eliminate  construction  of  redundan-  facilities  which 
might  otherwise  result  from  independent  installation 
planning. 

—  identify  any  as  yet  unspecified  facilities  and  areas, 
not  required  to  support  a  U.S.  mission,  for  timely 
transfer  to  Panama. 

The  utility  of  this  master  planning  In  supporting  the  program¬ 
ming  of  necessary  military  construction  cannot  be  overemphasized. 
Since  such  programming  will  encounter  severe  scrutiny  at  every 
level  of  review,  the  RCKP  will  serve  as  its  fundamental 
supporting  document. 

The  study  of  inter-Service  consolidation  of  BOS  functions  is 
viewed  as  a  three  phase  effort.  The  first  phase  consists  of 
earlier  USCINCSO  efforts  which  will  lead  to  the  assumption  by 
Individual  Services  of  various  inter-Service  support  roles  on 
T-Day.  The  second  phase,  essentially  limited  to  that  portion 
of  BOS  concerning  real  property  maintenance  activities  (RPMA), 
has  been  assigned  to  the  Secretary  of  the  Army  for  execution 
and  is  expected  to  be  completed  by  30  April  1980.  RPMA  represent 
the  dominant  elements  of  BOS  in  terms  of  cost  and  potential 
for  savings.  The  third  phase  will  include  those  elements  of 
BOS  not  included  in  th*>  other  phases  and  represents  the  dominant 
portion  of  BOS  in  terms  of  number  of  functions  to  be  analyzed. 

In  view  of  the  considerable  effort  to  be  expended  in  implementing 
the  first  two  phases  of  BOS  consolidation,  the  third  phase  will 
be  studied  at  a  later  time.  If,  however,  targets  of  opportunity 
for  functional  consolidations  present  themselves  during  the 
first  two  phases,  they  shall  be  Jointly  implemented  where 
possible. 

A-3 
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Lands  to  be  made  available  on  T-Day  by  Panama  to  the  U.S. 
for  defense  of  the  Panama  Canal  will  constitute  an  entity 
entitled  Defense  Complex  Panama.  The  Panama  Canal  Company/ 
Commission  will  initially  maintain  real  estate  (land)  records 
and  will  conduct  boundary  surveys  for  the  Defense  Complex 
Panama  on  a  reimbursable  basis.  Effective  management  of 
these  lands,  can  best  be  achieved  through  a  single  Defense 
Component . 


The  Secretary  of  the  Army,  with  dominant  Service  representa¬ 
tion  in  Panama,  is  hereby  designated  as  DOD  Executive  Agent 
for  the  development  of  the  Panama  Regional  Complex  Master 
Plan  and  management  of  DOD  lands  in  Panama.  The  development 
of  the  master  plan  and  a  feasibility  study  of  land  management 
will  require  coordination  with  all  involved  Defense  Components. 
These  assignments  are  consistent  with  earlier  assignments 
of  the  Army  as  DOD  Executive  Agent  for  administration  of 
military  construction  and  study  of  RPMA  consolidation. 


Further  detailed  guidance  to  al 
execution  of  the  aforementioned 
be  promulgated  by  DASD(I&K). 


concerned  concerning  the 
Executive  Agent  roles  will 


JOHN  P.  WHITE 
AidiUnt  S«rti»ry  of  Defence 


(Msnpcv.r,  r.unvs  A.'Jtir*  A 


cc:  Commander-in-Chlef ,  U.S.  Southern  Command 
DoD  Rep  for  Panama  Canal  Treaty  Affairs 


A -A 


{ 

OFFICE  OF  THE  ASSISTANT  SECRETARY  OF  DEFENSE 
WASHINGTON,  D  C.  >0301 


MANPOWER. 
RESERVE  AHAIRS 
AND  LOGISTICS 


MEMORANDUM  FOR 


|  •  OCT  B7B 


Assist 
Assistant 
Assistant 
Director, 
Director, 
Director, 


a^f^Secretary  of  the  Army  (IL&FM) 

Secretary  of  the  Navy  (KRA&L) 

Secretary  of  the  Air  Force  (MRA&I) 

Joint  Staff,  OJCS 

Defense  Logistics  Agency 


Defense  Mapping  Agency 


SUBJECT:  Implementation  of  DoD  Planning  Guidance  Relevant 
to  U.S.  Military  Installations  in  Panama 


This  memorandum  provides  detailed  guidance  concerning  the 
execution  of  DoD  executive  agent  roles  in  Panama  and  is 
pursuant  to  ASD(MRAiL)  memorandum  of  18  October  1978, 

Subject:  "Planning  Guidance  for  U.S.*  Military  Installations 
in  Panama." 

Planning  and  programing  accomplished  by  DoD  to  date  in  the 
implementation  of  and  adjustment  to  the  Panama  Canal  Treaty 
is  summarized  In  Enclosure  1.  These  efforts  will  be  continued 
through  the  execution  of  specific  DoD  Executive  Agent  roles 
assigned  to  the  Secretary  of  the  Army.  In  this  capacity 
and  as  defined  in  Enclosure  2,  the  Executive  Agent  is  an 
element  of  OSD  with  responsibility  for  coordination  with 
all  involved  Defense  Components  and  other  Federal  agencies 
and  submittal  of  reports  and  plans  for  approval  to  this 
office  prior  to  Implementation.  In  turn,  involved  Defense 
Components  will  provide  appropriate  assistance  to  the 
Executive  Agent  as  necessary. 


Deputy  Assistant  Secretary  of  Defense 
(Installations  and  Housing) 


Enclosures  2 

cc:  Commander-in-Chief,  U.S.  Southern  Command 
DoD  Rep  for  Panama  Canal  Treaty  Affairs 
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SUMMARY 

DOD  PLANNING  ANT)  PROGRAMING  RELEVANT  TO  THE 
RESraOCmT MTF YiT?:  MrLlt^Y^A'Sl^WIXTTN 
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Background 

The  Panama  Canal  Treaty  (which  Impacts  upon  military  basing) 
and  the  Treaty  of  Neutrality  were  signed  on  7  September  1977. 

On  16  June  1973,  the  instruments  of  ratification,  which 
become  effective  on  31  March  1979,  were  signed  and  exchanged 
in  Panama.  This  document  calls  for  the  placing  in  force  of 
the  treaties  within  six  months,  or,  by  1  October  1979. 
Implementing  legislation  for  the  Panama  Canal  Treaty  will 
be  submitted  to  the  next  (96th)  Congress. 

Programing  -  O&M  and  MiLCON 

Shortly  after  the  signing  of  the  treaties,  USCINCSO  Initiated 
an  evaluation  of  the  impact  of  the  Panama  Canal  Treaty  on 
U.S.  Forces  in  the  Canal  Zone  and  prepared,  in  coordination 
with  Service  Components,  a  proposed  plan  for  their  assumption 
of  various  roles  from  the  Panama  Canal  Company  by  T-Day. 

This  plan  was  incorporated  into  DEPS5CDEF  memorandum,  dated 
June  2G ,  1978,  Subject:  "Panama  Canal  Treaty  Implementing 
Guidance."  Resources  (i^.l  million)  required  to  support 
the  assumption  of  these  roles  and  required  relocation  of 
military  units  and  activities  by  T-Day  were  identified  in  a 
request  for  a  PY  1979  budget  amendment  submitted  to  OMB  on 
22  July  1978. 

This  budget  amendment  request  included  $36.9  million  for 
rehabilitation  of  existing  facilities  and  some  new  construc¬ 
tion.  Other  requirements,  estimated  at  $3?.0  million  have 
also  been  identified  and  are  under  consideration  for  Defense 
Component  programing  in  the  FY  80-83  MILCON  Programs.  In 
the  absence  of  OME  action  on  this  budget  amendment  request 
and  as  an  alternative  thereto,  a  request  for  commencement  of 
the  more  critical  elements  of  construction  with  SECDEF 
contingency  funds  in  the  amount  of  $10.9  million  was  submitted  to 
Congress  on  5  Oct  1978.  Under  this  alternative,  the  remaining 
MILCON  would  be  programmed  as  a  FY  79  budget  supplement. 

Construction  Execution 


DASD(I4H)  memorandum,  Subject:  "Military  Construction 
Incident  to  Implementation  of  the  Panama  Canal  Treaty," 
dated  July  20,  1978,  designated  the  Army,  as  dominant 
Service  in  Panama,  to  serve  as  DoD  construction  agent  for 
all  military  construction  In  Panama  and  requested  submittal 
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Enclosure  1 
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of  a  construction  execution  plan  by  August  15,  1978,  for  that 
construction  included  in  the  budget  amendment.  This  execution 
plan,  providing  for  avard  of  a  cost-plus  construction 
contract  in  October  1978  and  completion  of  the  majority  of 
the  work  by  T-Day,  was  approved  by  DASD(IAH)IC. 

RPMA  Consolidation 

ASD(MRAAL)  memorandum,  Subject:  "Assessment  of  FY  77  BMAR  and 
Certain  Consolidations  of  Real  Property  Maintenance  Activities 
(RPMA),"  dated  June  19,  1978,  requested  that  Army  prepare 
a  cost-benefit  analysis  for  inter-Service  consolidation  of 
all  RPMA  organizations  in  Panama.  By  DAEN-FER  memorandum 
to  ASD(MRAiL),  Subject:  "Consolidation  of  Real  Property 
Maintenance  Activities  (RPMA)  in  Panama  (Canal  Zone),"  dated 
July  1**,  1978,  Army  advised  that  this  analysis  could  be 
completed  by  March  30,  1980,  and  recommended,  instead  that 
its  scope  be  expanded  to  include  all  elements  of  base 
operations  support . 
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I.  GENERAL. 

The  Secretary  of  the  Army  has  been  designated  the  DOD 
Executive  Agent  for  (a'  development  of  a  regional  complex 
master  plan  (RCKr),  (b)  administration  of  military  con¬ 
struction  programs,  (c)  development  of  a  plan  for  inter- 
Servlce  consolidation  of  Real  Property  Maintenance 
Activities  (R?MA),  arid  (d)  c’eterminat  ion  of  the  feasibility 
of  consolidation  of  management  of  all  DOD  real  property 
In  Panama.  Concurrently  through  the  Panama  Canal  Area 
Joint  Interservice  Resource  Study  Group,  Commander-In-Chief , 
U.S.  Southern  Command  is  directing  a  continuing  study  of 
functional  consolidation  which  will  further  assist  in  the 
evolution  of  the  most  efficient  military  base  structure. 

The  results  of  this  effort  will  be  incorporated  into  the 
RCMP  by  the  Executive  Agent. 

II.  EXECUTIVE  AC/ENT  ROLES . 

A .  P  an  am  a  Regional  Complex  Mas  ter  P  lar.  (PRCMP)  . 

The  PRCM?  will  be  accomplished,  in  two  phases: 

(1)  Information  collection  and  analysis  to  develop 
an  overall  conceptual  plan  for  the  integration 
of  the  requirements  of  all  Defense  Component 
(and  other  Federal  Agencies,  as  appropriate). 

(2)  Refinement  of  the  conceptual  plan  as  required 

by  Defense  Component s  to  reflect  any  subsequently 
approved  BOS  consolidations ,  to  provide  record 
drawings  defining  land  boundaries,  as-built 
utilities,  roads  ,  etc. 

The  first  phase  is  urgently  required  to  support  FY8l 
and  beyond  MILCCN  programming .  The  second  phase  can 
be  accomplished  as  time  and  resources  permit,  match¬ 
ing  the  needs  of  the  Defense  Components  and  integrating 
the  results  of  parallel  study  efforts. 

The  Executive  Agent  will  submit  a  plan  of  approach, 
with  milestones  (POAft)  to  DASD(I&H),  covering  both  PRCMP 
phases,  by  15  November  1976.  The  FOAM  will  be  coordi¬ 
nated  with  USCINCSO  and  other  involved  Defense  Components. 


Enclosure  2 
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B .  Ml  lit  ary  Construction . 

The  Arr.y  has  been  designated  as  the  Executive  Agent  for 
military  construction  lr.  Panama.  Normal  procedures  will 
apply. 

C .  Real  Property  Management . 

The  Canal  Zone  Government  ( CZ  3 )  ,  utilizing  the  resources  of 
the  Panama  Canal  Company  (PCC),  currently  has  primary 
Jurisdiction  over  real  estate  constituting  the  Panama 
Canal  Zone  and  permits  to  the  Services  for  their  exclusive 
use,  these  areas  constituting  military  installations. 

The  PCC  also  performs  certain  real  estate  functions  at 
the  recjuest  of  the  Services  on  a  reimburseable  basis, 
such  as  providing  record  drawings  and  conducting  boundary 
surveys.  These  roles  will  change  with  the  placing  In  force 
of  the  Panama  Canal  Treaty  on  October  1,  1979  (T-Day)  or 
shortly  thereafter.  Accountability  for  those  lands  and 
waters  to  be  made  available  to  the  U.S.  for  the  defense  of 
the  canal  will  become  the  responsibility  of  the  Depart¬ 
ment  of  Defense,  through  its  Executive  Agent  for  real 
property  management,  effective  that  date.  The  assump¬ 
tion  of  the  CZ3  support  role  will  be  a  matter  of 
negotiation  between  the  Executive  Agent  and  the  PC C, 
although  it  is  understood  that  the  latter  will  execute 
the  treaty-required  boundary  vurvevs  and  continue  to 
provide  real  estate  services  fer  the  Executive  Agent 
some  time  beyond  T-Day. 

The  Executive  Agent  will  evaluate  and  make  recommendations 
to  DASD(Ii.H)  for  managing  all  real  property  that  will  be 
made  available  to  r-oD  in  Panama.  This  evaluation  will 
consider  the  performance  of  all  technical  real  estate 
services  by  a  single  Service,  including  acquisition, 
disposal,  outgrar.ting  and  record  keeping  for  all  U.S. 
Forces.  Control  of  real  property,  including  determination 
of  requirements,  facilities  assignments,  utilization, 
budgeting  and  establishment  of  maintenance  standards  will 
remain  with  the  individual  Service.  The  Executive  Agent 
will  submit  a  POAY  for  the  evaluation  of  real  property 
to  DASP(IiH)  by  November  15,  1976. 

D.  RPMA  Consolidation. 


The  following  RPMA  functions  will  be  assumed 
by  the  Army  fro:  the  PCC  on  October  1,  1979: 
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trash  collection  and  maintenance  and  repair  of  medical, 
dependent  education  and  other  facilities  transferred 
from  the  .*CC.  The  assumption  of  these  roles  by  the 
Army  results  in  a  partial  inter-Service  RPMA  consolida¬ 
tion.  The  Executive  Agent  has  been  directed  to  study 
the  further  consolidation  of  remaining  RPMA.  A  cost- 
benefit  analysis  and  consolidation  implementation  plan 
will  be  developed  In  coordination  with  all  concerned, 
and  particularly  with  the  participation  of  representa¬ 
tives  of  the  Navy  and  Air  Force  familiar  with  industrial' 
funded  consolidated  RPMA  organisations.  In  coordina¬ 
tion  with  USCINC30,  this  RPMA  consolidation  study  will 
consider : 

a.  Consolidation  under  a  single  service. 

b.  Consolidation  on  a  geographic  basist  e.g.,  with  the 
military  installations  clustered  in  three  areas  of 
Panama  (Atlantic,  Pacific  NE  and  Pacific  SW)  under 
the  dominant  Service  in  each  area. 

c.  Establishment  of  an  lndustri el ly. funded  organisation 

d.  The  inclusion  of  the  maintenance  and  repair  of 
administrative  transportation  equipment  along  with 


e.  The  need  for  a  complete  and  self-sufficient  RPMA 
organisation  to  Incorporate  such  other  elements 
of  BOS  as  supply,  procurement,  and  civilian 
personnel  administration  to  the  extent  necessary 
to  the  consolidated  organization. 

Standard  formats  for'  RPMA  consolidation  cost-benefit 
analysis  and  implementation  plans  are  under  develop¬ 
ment  by  the  DCDKPK  Consolidation  Committee  and  are 
expected  to  be  available  for  application  to  this 
effort  prior  to  the  er.d  of  1976. 

The  RPMA  consolidation  study  with  recommendations  Is 
to  be  submitted  to  DA5DCI4H)  by  April  30,  1980.  The 
Executive  Agent  will  submit  a  POAM  for  this  study 
Including  dates  for  necessary  Inputs  and  reviews,  bv 
November  jL  1978.  #  v 

/* 
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FOR  ENGINEER  STUDIES  CENTER 

SUBJECT:  Consolidation  of  Real  Property  Maintenance  Activities  (RPKA) 
at  U.S.  Military  Installations  In  Panama 


1.  References: 

a.  DEPSFCDEF  Heno,  20  June  1978,  subject:  "Panama  Canal  Treaty 
Implementing  Guidance." 

b.  ASD(MRML)  Memo,  18  October  1976,  subject:  "Planning  Guidance 
for  U.S.  Military  Installations  in  Panama." 

c.  DASD(ISH)  Memo,  15  October  1978.  subject:  "Implementation  of  DOD 
*  Planning  Relevant  to  U.S.  Military  Installations  In  Panama." 

d.  DAEN-7CI  Memo,  22  November  1976,  subject:  "Implementation  of 
Planning  Guidance,  U.S.  Military  Installations  in  Panama-- DECISION 
MEMORANDUM." 


e.  "Department  of  Defense  (DOC)  Guidelines  for  Consol idatlon  of  Real 
Property  Maintenance  Activities  (RPMA)  Surveys  at  Military  Installations," 

1  June  1972. 

f.  CERL  Technical  Report  C-73,  "Consolidation  of  RPMA  at  Fayetteville, 
NC,  Volume  IV:  General  Procedures  for  Conducting  RPMA  Consolidation  Studies, 
June  1977. 

g.  ESC  Report,  "Army  and  DMATC  RPMA  Consolidation  In  the  National 
Capital  Region,"  June  1978. 

h.  ASO(MRASL)  Memo,  8  December  1978,  subject:  " Implementation  of  DOD 
Planning  Guidance  Relevant  to  U.S,  Military  Installations  In  Panama." 

1.  OASO(IIH)  Memo,  22  November  1978,  subject:  "Consolidation  of  Family 
Housing  Management  Functions  in  the  Canal  Zen e." 
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SUBJECT: 


1  3  DEC  1978 

Consolidation  of  Rea  Proper. y  Maintenance  Activities  (RPKA) 
at  U.S.  Military  Installation,  In  Panama 


2.  Purpose;  To  request  the  Engineer  Studies  Center  (ESC)  to  develop  and 
analyze  an  organizational  concept  for  consolidated  management  of  RPMA  to 
Support  DCO  forces  in  Panama  during  the  life  of  the  Panama  Canal  Treaty. 
The  RPKA  Consolidation  Study  will  include  a  comprehensive  cost/tenefi t 
analysis  of  the  possible  alternatives  for  the  proposed  consolidation  of 
RPMA  functions  and  responsibilities  at  all  U.S.  Military  Installations 
in  Panama,  as  directed  by  reference  1c.  The  proposed  consolidation  alter¬ 
natives  will  be  compared  with  the  current  method  of  operation  to  determine 
the  economic  feasibility  of  consolidation.  Support  for  this  study  effort 
will  be  provided  by  the  Directorate  of  Military  Programs  and  the  services, 
major  cormands,  ard  Installations  Involved. 


3.  Background: 


a.  A  continuing  objective  of  Department  of  Defense  (DCD)  policy  and 
guidance  Is  that  real  property  maintenance  activities  at  military  installa¬ 
tions  in  a  given  geographic  area  will  be  consolidated  where  such  action 
Is  cost-effective  and  does  not  result  ir  mission  impairment.  Reference  lb 
directed  the  study  of  interscrvice  consol  Ida  tier  cf  certain  8ase  Operating 
Support  functions  In  Panama. 


b.  The  Panama  Canal  Treaty,  which  impacts  upon  military  basing,  and 
the  Treaty  of  Neutrality  were  signed  on  7  September  1977.  On  16  June  1978 
the  Instruments  of  rat i f ica t icr,  which  become  effective  on  31  March  1979, 
wt»*e  signed  ard  exchanged  ir  Pcrara.  TMs  document  calls  for  the  placing 
in  force  of  the  treaties  within  €  months,  no  later  than  1  October  1979. 
Implementing  legislation  for  the  Panama  Canal  Treaty  will  be  submitted  to 
the  next  ( 96th)  Congress. 

c.  ASO(MRAR),  by  reference  lb,  has  designated  the  Secretary  of  the 
Army  as  the  DOC  Executive  Agent  for  the  development  of  the  Panama  Regional 
Complex  Master  Plan  and  for  managerert  of  DOC  land  in  Panama.  This  assign¬ 
ment  is  consistent  with  the  earlier  designation  of  the  Army  as  the  DOD 
Executive  Agent  for  administration  of  military  construction  and  study  of 
RPMA  consolidation. 


d.  Army  will  have  dominant  service  representation  In  Panama. 

e.  As  the  Executive  Agent,  Army  has  requested  and  received  approval 
from  OASD(IAH),  by  reference  Id, of  the  olan  of  approach  with  milestones 
(POAK)  for  the  following  studies: 

(!)  Panama  Regional  Complex  Master  Plan.  P0AM,  Tab  A,  has  been 
coordinated  and  agreed  to  by  USCINSCC  and  other  involved  Defense  components 
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Consolidation  of  Real  Property  Maintenance  Activities  (RPMA) 
at  U.S.  Military  Installations  in  Panama 


(2)  Evaluation  of  Real  Property  Management  Plan  for  all  property 
under  the  control  of  DOD  forces.  (This  study  has  been  superseded  by  a 
decision,  reference  Ih,  to  designate  Mobile  District  as  the  Real  Property 
Management  Agent  for  military  technical  real  estate  services  in  Panama, 
to  Include  acquisition,  disposal,  and  outgranting.  How  recordkeeping 
for  real  estate  will  be  accomplished  will  be  a  subject  for  the  RP?1A 
Consolidation  Study.) 


(3)  Consolidation  of  Real  Property  Maintenance  Activities  (RPKA). 

f.  In  October  1979  Army  assumes  responsibility  for  trash  collection 
and  maintenance  and  repair  for  facilities  assigned  to  medical  and  dependent 
school  activities. 


g.  RPhA  consolidation;  have  been  studied  for  a  number  of  geographic 
areas.  Useful  precedents  have  been  published  for  Northern  Oahu,  HI; 

San  Antonio,  TX ;  Fayetteville,  NC;  and  National  Capital  Region.  In 
particular,  reference  if  provides  a  general  template  for  conducting  RPMA 
consolidation  studies.  The  method  described  therein  complies  with  the 
DOD  guidelines  outlined  In  reference  le.  reference  lc  provides  a  current 
example  of  application  of  the  method  of  reference  If  (with  extensions  to 
geographically  separated  Installations). 

4,  Scope; 


a.  The  requested  analysis  must  entail  great  breadth  and  depth.  The 
physical  dispersion,  variety  of  functional  responsibilities,  varying  missions 
and  processes,  different  supervisory  structures,  seasonal  effects,  and 
■Trent  base  FE  and  F[  support  areas  Interface  of  the  installations  specified, 
mands  the  accur.ul atior  of  a  vast  data  base  for  analysis.  Descriptive  data 
must  accurately  reflect  the  cooronalties  and  differences  among  installations 
In  order  to  provide  a  sound  basis  for  the  evaluation  of  alternatives.  Using 
FT  1978  data,  th?  analysis  tear  is  to  review  the  current  methods  of  operation, 
determine  the  levels  of  workload  effort  accomplished,  and  examine  cost  data 
related  to  accomplishing  real  property  maintenance  at  the  specified  Installa-' 
tions.  Consideration  must  be  given  to  the  space,  equipment,  and  vehicle 
requirements  of  current  and  alternative  RPKA  approaches.  The  team  must  also 
analyze  the  costs  and  levels  of  work  effort  attributable  to  P.PKA-related  support 
functions  such  as  comptroller,  communications ,  civilian  personnel,  management 
information  systems,  adjutant  general/adr.inistrction,  supply,  procurement,  and 
transportation. 


b.  Study  tasks,  phasing,  and  milestones  are  outlined  at  Incl  1.  A 
minimum  of  two  IPR's  (one  In  May  and  one  in  July)  will  be  held  during  the 
study  period.  Other  informal  meetings  will  be  held  as  required. 


* 


I 


QAEN-MPR  ' 

SUBJECT:  Consolidation  of  Real  Property  Maintenance  Activities  (RPMA) 
at  U.S.  Military  Installations  In  Panama 

5.  All  services,  major  commands,  and  Installations  In  Panama  will  be 
Included  in  the  study  effort. 

6.  Alternatives  to  be  considered  should  Include,  but  need  not  be  limited  to: 

a.  Consolidation  under  a  single  service. 

b.  Consolidation  on  a  geographical  basis  within  the  three  Defense  areas 
(Atlantic,  Pacific  Northeast,  and  Pacific  Southwest)  under  the  dominant 
service  In  each  area. 

c.  Status  quo. 

7.  The  following  factors  will  be  Included  In  the  RPMA  study: 

a.  Establishment  of  an  Industrially  funded  organization. 

b.  Real  estate  recordkeeping. 

c.  The  RPMA  Consolidation  Study  will  Include  an  analysis  of  the  feasibility 
of  consolidating  the  maintenance  and  repair  of  administrative  transportation 
vehicles  and  equipment.  This  consolidation  could  be  either  as  a  separate 
function  under  the  Current  transporter  ion  motor  pool  or  as  a  part  of  the 
consolidated  RPMA  organization.  This  function  Is  not  Included  ir.  RPMA  In 

the  Army  and  Air  Force  but  Is  part  of  the  Navy  Public  Works  organization. 

d.  Impact! s)  on  management  structures  of  more  or  less  contracting. 

e.  Need  for  a  complete  and  self-sufficient  RPMA  organization  Incorporating 
elements  of  base  operating  support;  l.e.,  supply,  procurement,  family  housing 
management  functions,  and  civilian  personnel  administration.  Special  note 

is  made  of  a  study  of  consolidation  of  family  housing  management  functions 
In  the  Canal  Zone.  Consolidation  is  held  in  abeyance  (reference  11)  until 
other  significant  actions  associated  with  treaty  implementation  have  been 
accompl ished. 

8.  Data  requirements  and  collection: 

a.  Reference  If  defines  data  requirements  for  a  type  cost/benefits 
analysis  of  RPMA  consolidation.  Subject  to  minor  modification,  the  require¬ 
ments  outlined  therein  are  appropriate  for  this  analysis.  Copies  of  reference 
If  will  be  provided  to  Installation  POC's.  The  experience  gained  by  ESC  In 
performing  the  NCP  Consolidation  Study  will  be  applied  to  the  data  collection 
requirements . 

b.  In  general  terms,  required  data  will  Include: 
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SUBJECT: 


1  3  DEC  1S78 

Consolidation  of  Real  Property  Maintenance  Activities  (RPMA) 
at  U.S.  Military  Installations  in  Panama 


(1)  Summary  descriptions  of  installations'  facilities,  occupants, 
and  customers. 


(2)  Characterisation  of  FY  1978  RPMA  workloads  by  RPMA  functions  to  Include 
budgetary  cost  data  to  support  program  execution.  FY  1978  is  to  serve  as  a 
baseline  year;  anything  exceptional  about  FY  1978  and  any  projected  differences 
should  be  noted.  Detailed  data  requirements  will  Include  the  need  to  express 
workloads  in  terms  consistent  with  FE  Staffing  Guide  procedures,  taking  into 
account  the  staffing  procedures  of  the  Involved  services. 

(3)  Extent  to  which  RPMA  workloads  are  performed  by  RPMA  staff,  troop 
projects,  self-help,  and  contracting-out. 

(4)  Current  RPMA  organizational  diagrams,  manpower  authorizations,  and 
on-board  strengths  by  skill.  (Any  changes  to  TDA’s  now  in  process  should  be 
with  estimate  of  likely  outcome.) 

(5)  Current  space,  equipment,  and  vehicle  requirements  of  RPMA. 

(6)  Current  and  projected  ISSA's. 

(7)  RPMA  dependence  on  other  installation  and  a?f- instal latior,  support. 
Quantitative  expression  necessary,  but  qualitative  expression  of  any  unusual 
support  is  better  than  nothing. 

(£)  Special  mission  considerations. 

c.  The  above  data  requirements  are  representative  only.  In  accordance 
with  the  project  task  schedule  at  Inclosure  1,  the  Engineer  Studies  Center 
(ESC)  will  develop,  not  later  than  31  January  1979,  the  specific  data 
requirements  to  Include  formats  for  collecting  the  data.  Given  the  complexity 
of  the  problem  and  the  likelihood  that  new  issues  may  be  raised,  supplementary 
data  requirements  ray  be  Issued  later.  Every  effort  should  be  made  to  keep 
supplementary  requests  to  a  minimum.  The  ESC  and  the  MP  Directorate  staff 
will  check  data  for  completeness  and  consistency;  if  necessary,  they  will 
contact  installation  POC's  directly  for  clarification,  completion,  or 
correction  of  data.  ESC  will  perform  normal  data  validation  functions. 

d.  It  Is  In  the  Interest  of  all  installations  to  provide  data  that 
accurately  describe  their  requirements  and  activities.  Installations  will 
be  encouraged  to  provide  any  additional  information  necessary  to  record 
special  problems  and  considerations.  Such  additional  submissions  should  be 
as  concise  as  possible. 

9.  Directorate  of  Military  Programs  Support: 

a.  The  Directorate  will  task  the  major  commands  to  provide  the  detailed 
data  required  in  the  formats  developed  by  ESC. 
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SUBJECT:  Consolidation  of  Real  Property  Maintenance  Activities  (RPMA) 
at  U.S.  Military  Installations  In  Panama 

b.  Data  will  be  submitted  directly  to  ESC.  The  Directorate  will  assist 
ESC  In  checking/editing  the  submissions  and  contacting  the  Installations  for 
clarification,  completion,  or  correction  of  data. 

C.  In  order  that  part  of  the  evaluation  of  RPMA  alternatives  may  be 
based  on  application  of  FE  Staffing  Guide  principles,  the  Directorate  will 
designate  a  staffing  guide  expert  to  provide  assistance  to  the  study  team. 

d.  The  Directorate  will  be  responsible  for  all  coordination  and  staffing 
of  the  report.  ESC's  role  is  to  be  limited  to  technical  accomplishment, 
Incorporation  of  comments,  and  assistance  in  preparing  briefings. 

10.  Points  of  Contact: 

a.  Directorate  of  Military  Programs  -  Mr.  Edward  T.  Watllng,  Chief, 
Office  of  RPHS  Plans,  Policy  and  Analysis,  phone  202-693-7420. 

b.  Engineer  Studies  Center  (ESC)  *  Mr.  Bruce  Dunn,  phone  202-282-2965. 

c.  Each  involved  service,  majer  command,  and  Installation  will  be 
requested  to  provide  a  POC  not  later  than  14  December  1978. 

11.  Tri-Service  Coordinating  Ccmrittee,  an  Am>/Navy/A1  r  Force  Coordinating 
Committee,  will  be  formed  tc  assure  close  coordination  and  effective  and 
timely  exchange  of  information  during  the  course  of  the  consolidation  study. 
An  Initial  meeting  cf  tne  Tri-Service  Coordinating  Committee  will  be  held 

on  14  December  19’t  to  discuss  detailed  data  collection  requirements. 

FOR  THE  CHIEF  OF  EhCINEERS: 


1  Incl 

as 


/Im. 

WILLIAM  F. 


WRAY 


Major  General ,  USA 
Director  of  Military  Programs 
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PANAMA  RPMA  CONSOLIDATION  STUDY 
PROJECT  TASK  SCHEDULE 


Milestones 

14  Dec  76 

16  Pec  76  -  ?n  Feb  79 
1-31  Jar  79 

1  Feb  79 
1  Kar  79 

1  Mar  79  -  3C  Apr  79 
31  Mar  73 

1  Kaj  79  -  30  Jun  79 
1-31  JU1  73 

1  Aug  7«  -  :,C  Sep  79 


Task 


Form  Anr.y/Navy/Alr  Force  coordinating 
conrittee;  issue  background  material 

Develop  conceptual  guidance 

ESC  modify  old  NCR  RPMA  data  rqmts  to  provide 
specific  data  requirements  (to  Include  formats 
for  collecting  t  .e  data)  for  Panama  P.PKA 
Consolidation  Study 

Issue  data  collection  requirements 

ESC  begin  full-time  conduct  of  study 

Oevelop  detailed  concepts  for  alternative 
organizations  and  staff  with  services 

Installations  submit  data  to  DNP/ESC 

Develop  cost  analysis 

Cttain  approval  of  preferred  alternative  organi¬ 
zational  concept 

Prepare  final  ccnsol  idation  study  and  cost  analyst 
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suMUKY  or  cxmobits  on  draft  report— panama 

RFMA  CONSOLIDATION  STUDY  (JULY  1979) 


This  annex  presents,  in  abbreviated  aubjact  fora,  tha  caaaaanta 
received  bp  tba  Engineer  Studlaa  Canter  (ESC)  fro*  various  DOD  offices/ 
atanciaa  in  response  to  tha  draft  taxt  of  the  Panes*  Raal  Property 
Maintenance  Activity  (RPMA)  Conaolldatlon  study  and  ESC'a  reply  to  those 
coeawnta  (aaa  Figure  B-l) .  Tha  original  coaaeuts  as  received  are 
reproduced  in  Appendix  B-l  to  thia  annex. 
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A^ENDIX  B-l 


U'D,  SOUTHCOK,  SERVICE,  FORSCOM,  AND  ARMY  STAFF 
COMMENTS  ON  DRAFT  REPORT  OF  JULY  1979 


Item  of  Correspondence 

Memorandum  from  Office  of  the  Assistant  Secretary  of 

Defense,  Subject:  "Review  of  Draft  Report  -  Panama  RPKA 
Consolidation  Study,"  Dated  3  August  1979 

Letter  froa  Commander  in  Chief,  US  Southern  Command, 

Subject:  "Draft  Report  -  Panama  RPMA  Consolidation  Study," 
Dated  23  August  1979 

Message  from  Commander,  US  Army  Forces  Command,  Subject: 
"Review  of  Draft  Report  -  Panama  RPMA  Consolidation  Study 
(ESC  July  1979),"  Dated  31  August  1979 

Letter  from  Headquarters,  Air  Force  Engineering  and  Ser¬ 
vices  Center,  Subject:  "Review  of  Comments  on  Draft 
Cost -Bent < it  Analysis  of  Panama  RPMA  Consolidation," 
with  Attachment  l,  "Basis  for  Nonconcurrence,"  Dated 
23  August  1979 

Draft  letter  from  Office  of  the  Chief  of  Naval  Operations, 
Subject:  "Draft  Report,  Panama  Real  Property  Mainte¬ 

nance  Activity  (RPMA)  Consol  id.it  ton  Study;  Revltw  and 
Consents  On,"  with  Pages  B-10  and  B-il,  "General 
Consents,"  Dated  30  August  1979 

DF  from  Director  of  Operation  and  Maintenance,  Comptroller 
of  the  Army,  Subject,  "Review  of  Draft  Report  -  Panama 
RPMA  Consolidated  Study,"  with  Inclosures  Withdrawn, 

Dated  3  August  1979 

CMT  2  from  Chief,  Utilization  and  Standards  Division, 

Office  of  the  Deputy  Chief  of  Staff  for  Personnel,  Army, 
Subject:  "Review  of  Draft  Report  -  Panama  RPMA,"  Dated 
7  Auguwt  1979 

DF  from  Director  of  Operations  and  Readiness,  Office  of 
the  Deputy  Chief  of  Staff  fo-  Operations  and  Plans, 

Subject:  "sevlew  of  Draft  Report  -  Panama  RPMA  Consoli¬ 
dation  Study,"  Dated  31  July  1979 


B-l- 3 

B-l -4 

B-l  -6 

B-l -9 

B-l-19 

B-l-22 

B-l-26 

B-l-27 


Item  of  Corr«»pond«nct 


DF  f roa  Director  of  Resources  end  Management,  Office  of 
the  Deputy  Chief  of  Staff  for  Logistics,  Subject: 
"Review  of  Draft  Report  -  Panama  RPMA  Consolidation 
Study,"  Dated  31  July  1979 

CUT  2  from  Director  of  Installations  Planning  Division, 
Office  of  the  Chief  of  Engineers,  Subject:  "Review  of 
Draft  Report  -  Panama  RPMA  Consolidation  Study,"  Dated 
7  August  1979 

CMT  2  from  Director  of  Real  Estate  Division,  Office  of 
the  Chief  of  Engineers,  Subject:  "Review  of  Draft 
Report  -  Panama  RPMA  Consolidation  Study,"  Dated 
31  August  1979 
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FElCilAhPiM  FOR  Chief  of  fcirf.ineers ,  Department  of  the  terry 
SUWaTT:  ilevit-v;  of  Draft  Report  -  fanora  RPNA  Consolidation  Study 


is  lit  re.yrtv'o  to  DAKN-'-?R  mc-rorau iun  of  23  July  197°*  .  ur.o  oui.je 

?a.vd  uic;i  Joint  review  of  Mifcjoct  draft  repr  rt  t;,\  rrombers  of  our 
rerr*vtiv:  ::!'■'■•  v.;  31  -Ml;,  1^79 ,  It  ".'^uvoUd  ‘.Sat  ..he  folio..  Vi 

to  t.K'irporatrvl  thereto  prior  ro  sutrdtt.il  of  ti»e  firm'll  rejert: 

1.  Identification  of  one-tir*  coat  of  tapler.ei/  ation  of  altera  at  r 
?  and  'I 
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5.  indie  at  i<Ti  of  the  specific  iral  estate  services  to  te  provided 

in  acco:\ianco  with  tasklr.p  of  Artny  as  executive  ar^t :*  for  nt.r,-- 

of  loD  !-ri'  in  Tanara,  irr-oap'Ctlve  r.f  any  HPMA  viv.f.iidatia,., 
(ASD(M'v'v’>)  rwno  of  1?  Oo«.  7S  to  fervlce  Score carlo '  ar.d  'thtut 
curt  CAf>(ISu,i)  ree>;ra'xla  of  19  vet  73  and  If  April  79  LoScivie: 
.V’siot*  iX-c:vt-"a'f  .  end  ctiwrs  p. "\-c 

.V.-Ji  report  -c^PK’ir.ts  a.eK-dliarlc  effort.  ’ v>se  lrtv-uv-  1  -:uv 
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AUG  »79 


SUBJECT:  Draft  Report  -  Panama  RPMA  Conso  Idatlon  Study 


Office  of  the  Chief  of  Engineers 
ATTN:  DAEN-MPR 
Washington,  D.C.  20314 


1.  I  have  reviewed  the  draft  consolidation  report  and  find  numerous  areas 
which  are  Inconclusive  ir.  deronst rating  that  consolidation  of  RPMA  In 
Panama  would  t>c  beneficial  at  this  tire.  The  summary,  as  presented  by  both 
the  draft  report  and  study  group  spokesmen,  does  not  present  a  decisive 
conclusion  to  the  question  proffered  by  CSD.  Both  Indicate  mat  further 
consolidation  is  not  very  desirable  In  that  the  promises  of  savings  or 
Inproved  service.  If  at  all  existent,  would  be  very  slight. 

2.  It  Is  readily  apparent  that  a  great  deal  of  tine  and  energy  were 

In  preparation  cf  the  reoort,  however,  pertlrent  areas  requiring  analyn: 
were  omitted.  Notable  among  these  omissions  was  the  impact  upon  all  me 
services  of  the  implementation  of  the  Panama  Canal  Treaty.  The  turbulence, 
reorganization,  and  relocation  brought  on  by  the  Treaty  Is  of  such  magnitude 
that  the  addition  of  further  turmoil  caused  by  a  "marginally  desirable" 

RPMA  consolidation  Is  unacceptable  at  this  time. 

3.  A  major  Issue  which  was  rentloned  In  the  study,  but  was  not  fully  exploit¬ 
ed  Is  the  savings  in  manpower,  eaulpment,  and  dollars  that  are  being  realized 
and  will  be  further  evidenced  by  local  consolidation  and  cooperation  through 
use  of  local  arrangements  and  ISSA's.  The  study  states  that,  "Thus,  many  of 
the  usual  advantages  attributable  to  RPMA  consolidation  have  already  been 
exploited  to  a  large  extent,  leaving  relatively  less  to  be  gained  by  further 
consol  1 da tl or",  further  analysis  of  this  area  mey  have  proven  that  the 
current  method  of  operation  with  continued  local  consolidation  would  result 

in  a  mere  feasible  and  more  desirable  alternative  than  the  one  chosen  cs 
Most  desirable. 

4.  Based  or  these  conclusions  and  Input  received  from  the  component  services, 

I  can  only  offer  my  nonconcurrence  with  the  recomendatlons  presented  by  the 
study  group.  To  accompany  this  nonconcurrence  I  offer  the  following  recommenda¬ 
tions: 


I 
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SCkH 

SUBJECT:  Draft  Report  -  Panama  RPMA  Consolidation  Study 

a.  No  action  be  taken  on  recommendations  presented  in  the  draft 
study. 

b.  A  two-year  moratorium  be  placed  on  RPMA  consolidation  In  Panama 
and  a  new  study  be  initiated  at  that  time. 

c.  Family  housing  management  and  maintenance  of  administrative 
vehicles  be  completely  divorced  from  future  real  property  maintenance 
studies. 


d.  The  current  method  of  operations  be  continued  In  Panama  and 
local  consolidation  of  maintenance  activities  be  carried  on. 


5.  1  look  forward  to  your  final  report  on  this  subject  and,  hopefully, 

your  concurrence  In  the  proposals  set  forth  above. 


FOR  THE  COMMANDER  IN  CHIEF 


R.  B.  HOWE 


Captain,  USN 
Chief  of  Staff 
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SJBJE*CTi  REVIFM  OF  DRAFT  RE  RQR  T  -  FANAHA  RPMA  CONSOLIDATION 
STUDY  (t  SC  JULY  1979  1 

A.  L1A.  DAEN-MFR,  UKDAUO.  SAP.  I U  I 
b  iu.  CAEN-VRR  331  707’  AUG  79,  SAB.  (  U) 

C  ;  MCE  TING,  REPRESENTATIVES  OF  TRI-SERVICE  COORDINATING  CONN  I  Y  T  E  E  , 
7  ALG  79,  FT  CLAYTCN,  CANAL  ZONE.  «U» 

1.  FQR  SCO  M  CCES  NOT  RECOMMEND  I HPL  ENEN  fA  T I  ON  OF  SUBJECT  REPORT 
AT  THIS  TIME  BECAUSE  OF  THE  FOLLOMlNG  CONSIDERATIONS* 

A.  TREATY  IMPLEMENTATION  FOLLOMlNG  I  OCT  79  MILL  RESULT 

IN  SUBSTANTIAL  PERSONNEL  TURBULENCF,  AND  IN  SIGNIFICANTLY  CHANCED 
CONDITIONS  OF  RRM A  RESPONSIBILITY  IN  PANAMA,  THAT  CANNOT  NOM 
BE  ACClRATELY  ANTICIPATED.  SIGNIFICANT  REORGANIZATION  OF  THE 
RPH  AGENCIES  SIMULTANEOUS  MlTM  T  RE  A  T  Y-  I  NOUC  E  D  CHANGES  IN  PERSONNEL, 
PR3CEDl*E  AND  RESPONSIBILITY,  CAN  IMPERIL  THE  ABILITY  OF  THE 
AGENCIES  TC  PERFORM  CRITICAL  RPMA  IN  THE  IMMEDIATE  FUTURE. 

B.  IMPLEMENTATION  OF  SIGNIFICANT  REORGANIZATION  SHOULD 
NOT  BE  INITIATED  PRIOR  TO  I  OCT  81  MNEN  RPH  R E SPONS 1 3 1 L I T  I  E S 

RESULTANT  UPON  TREATY  IMPLEMENTATION  MILL  BE  HC®t  ACCURATELY 

defined,  a  cckscl ioat ion  implementation  study  should  NOT  be 
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INITIATED  PRICR  TC  1  CCT  80  WHEN  INITIAL  TREATY-  INDUCE  D  PERSONNEL 
AND  FUNCTILNAL  TURBULENCE  WILL  BE  REDUCED,  AND  MORE  REALISTIC 
ESTIMATES  OF  RPM  R  E  5  PON  S  I  3  I  L  I  T  I  E  S  AND  CAPABILITIES  CAN  3':  FORESEEN. 

C.  A  CONSCL IOAT ION  I  HP LE NE N T AT  I  ON  STUDY  SHOULD  INCLUDE 
CCNS IOERAT ICN  CF  HOUSING  MANAGEMENT  . 

0.  IT  IS  PREFERRED  THAT  AN  RPM  A  CONSOLIDATION  STUDY  *  DR 
PANAMA  INCLUDE  C CN S I  DC RA T I CN  OF  Al  L  BASQPS  FUNCTIONS 
ILC  CONSIDERATION  CF  R  PM  A  ALONE,  SINCE  CONSTRUCTION,  BUILDING 
UTILIZATION,  HOUSING  MANAGEMENT,  PROCUREMENT,  TRANSPORTATION, 
PERSONNEL,  E  T (  , ,  ARE  TOO  CLOSELY  INTERRELATED  TO  BE  PRACTICABLY 
SEPARATED,  OR  TO  BE  SEPARATELY  PERFORMED  AS  THE  AMERICAN  PRESENCE 
IS  EVENTUALLY  RtOUCEO  JAM  TERNS  OF  THE  TREATIES. 

E.  A  RELIABLE  EVALUATION  OF  THE  STRUCTURAL  EFFECTS  OF  CONSOL¬ 
IDATION  CANNOT  BE  “ACE  WITHOUT  A  DETAILED  EXAMINATION  OF  SHOP 
STAFFING  REQUIREMENTS.  IT  IS  NOT  AGREED,  AS  ASSURED  IN  THE 

RAFT  REPORT,  THAT  PRIMARY  SAVINGS  CAN  BE  ACHIEVED  IN  OVERHEAD/ 
ACMIMSTRATIVE  STAFF  REDUCTION,  FOR  EXPERIENCE  WITH  THE  SAN 
ANTONIO  REAL  PROPERTY  MAINTENANCE  AGENCY  MOULD  TEND  TO  INDICATE 
(HAT  IMF  PRINCIPAL  SAVINGS  FOUND  IN  SHOP  PERSONNEL  REDUCTIONS 
ARE,  IN  FACT,  SUBSTANTIALLY  OFF-SET  BY  ADMINISTRATIVE  STAFF 
INCREASE  5 . 

F.  GE  NF  iv  AL  WED  ASSUMPTIONS  CONCERNING  ENGINEERING  EQUIPMENT 
REQUIREMENT  AND  UTILIZATION  IN  CONUS  ARE  NOT  APPLICABLE  TO  CANAL 

ZONE  CONDITIONS.  A  RELIA3LE.  ESTIMATE  OF  THE  EDUIMENT  NEEDED 
CAN  BE  VALIDATED  ONLY  BY  DETAILED  EXAMINATION  OF  THE  FUNCTIONAL 
REQUIREMENT  * E L A T f D  TO  THE  PECULIAR  PROCUREMENT,  REPAIR,  TRANSPORTA¬ 
TION,  AND  CLIMATIC  PROBLEMS  0*  PANAMA. 

G.  AN  IMPLEMENTATION  STUDY  OF  RPM A  CONSOLIDATION  SHOULD 
BE  CCNCtCTED  B»  A  SPECIAL  STAFF  EXPERIENCED  IN  MILITARY  INSTALLATION 
APHA •  UNDER  ThE  DIRECTION  OF  TRI-SERVICE  OR  IMPARTIAL  MANAGEMENT. 

i.  IT  IS  NOTED  THAT  CONCLUSIONS  OF  THE  R  PM  A  CONSOLIDATION  STUDY 
PRESENTEC  eY  THE  ENGINEERING  STUDIES  CENTER  CONSIDER  ONLY  THE 
CONSTRAINED  ALTERNATIVCS  PARALLELED  IN  OTHER  CONTEMPORARY 
CONSOLIDATION  STUDIES  IN  SAN  ANTONIO,  FAYETTEVILLE,  AND  WASHINGTON. 
THE  WIDER  ALTERNATIVES  ALLUDED  TO  IN  THE  POSTSCRIPT  SHOULD  ALSO 
BE  CONSIDERED  IN  ANY  IMPLEMENTATION  EXTENSION  OF  THE  PRESENT 
STUDY!  ONE-SI  RV  ICE  COMMAND/OPERATION  OF  THE  COMBINED  INSTALLATION'S, 
INDLSTRIAL-FUNCED  “ASCPS  OF  THE  CLMBINEO  FACILITIES,  AND 
UNIF IEO-SERVICE  BASOPS  SHOULD  PE  CONSIDERED  AND  RELATED  TO  THE 
UNIQUE  AMERICAN  MILITARY  REQUIREMENT  THAT  WILL  DEVELOP  WITH 
IMPLEMENTATION  CF  THE  PANAMA  CANAL  TREATIES. 
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3.  FOR  THE  PRESEKT,  IT  IS  RECOMMENDED  THAT  INSTALLATION  CONNANOEAS 
IN  PANAMA  §  E  PERM!  f TED  TO  AOJUST  THE  CURRENT  METHOD  OF  OPERATION . 
UTILIZING  I  S  S  A  •  5  AND  CT  HE  R  AD  HOC  AGREEMENTS.  TO  ACCOMMODATE 
PROGRESSIVE  IMPLEMENTATION  OF  THE  TREATIES.  COMMANDER  SOUTHCOM 
MAV  RE  VI  Eli  THE  PRCBLEN  PERIODICALLY  TO  DETERMINE  THE  NEED  FOR 
REORGANIZATION  CF  THE  ENGINEERING  RESPONSIBILITY,  AND  CAN  ADVISE 
THE  CHIEF  IF  ENGINEERS  WHEN  EXTENSION  OF  THE  APNA  STUDY  MAY 
BE  RESLIREC. 

BT 
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Rwicw  or  Comments  on  r-raft.  Coot*  Benefit  Analysis  of  Panama 
”PMA  Consolidation 

KUSH-M^K 

1.  Vc  h ,tvc  reviewed  the  draft  cost  benefit  analysis  of  the 
piopoesd  RPMA  vo-'sol.dation  in  Tanama  that  wan  prepared  by 
the  ho  a.  my  Err ineor  Studies  Center.  We  must  nonconcur  as 
it  x i>  written.  The  rcpoi  t  is  in  need  of  extensive  rewriting 
!>ofoj  e  it  can  be  unod  as  a  tri-service  report  on  the  p».o- 
posed  R?MA  consolidation.  While  the  report  io  prefaced  by 

a  caution  that  it  is  not  yet  edited,  the  digressions  on  che 
lack  of  uniformity  of  organizational  structure,  the  develop¬ 
ment  of  evaluation  data  based  on  estimates  rather  than 
obtainable  data,  and  the  inclusion  of  the  housing  consol¬ 
idation  question  (which  was  not  to  be  included  in  the  study) , 
as  wc  11  s  many  other  points,  indicate  more  than  simply  an 
unedited  one.  Our  basis  for  noncor.eurrence  relating  to 
specific  parte  of  the  draft  report  are  attached.  Ba3Cd  on 
>..c  un.-o,  tainvio.s  and  lack  of  evidence  providea  in  the  draft 
r,.nn*-)  ,  cnr>  f  :m1  n<**  ro’St'n  to  support  a  change  to  +  h.. 
current  method  of  operation  in  the  Canal  Zone. 

2.  Hannover  requirements  determination  is  only  as  good  ar. 
the  management  loom  and  data  used  to  evaluate  requirements . 

The  study  is  beoenaent  upon  modified  Army  staffing  guides 

determine  nan  power  rc  juirenents.  The  validi  ty/appl  icaMlity 
c:  the  guides  tc  the  Ai i  Force  must  be  unequivocally  denen- 
i,'  rated.  V.'-  are  ch.eptico!  of  the  ability  o*  tr.-.  pe  guidrr 
to  accurately  cover  Air  Force  manpower  require v.er.ts.  In  this 
record  wa  would  not  concur  in  any  proposed  consoiicat:  on 
until  our  Air  Force  Management  Engineer  ina  Agency  (AFM'A) 
he  r  reviewed  th«*  final  rc-rort  and  i  .n:  •  erontat  i  on  plan.  a'e 
h  ive  *i;n:  a  coj  .  of  the  subject  draft  lrport  to  APM’  A  fvr 
their  advance  information.  Request  yev  rrcyjde  \Fv\'A/tV'.R 
a  copy  of  all  future  correspondence  pertaining  .o  thi  i  pro- 
pos<*d  consolidation. 

3.  We  do  not  co,,cu«.  with  this  report  being  finalized.  A 
new  draft  should  be  issued  for  a  second  raviev  since  the 
present  report  has  not  progressed  to  the  etrge  where  it  could 
be  considered  a  tri-servico  effort  for  presentation  to  ObO. 

' i>  addition,  wc  understand  that  the  draft  report  diccur.snd 
c t  the  Canal  Zone  meeting  on  7  August  differed  material >y 
.<  torn  the  draft  that  *as  forwarded  for  review. 
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THIS  tAJM  IS  SSSI  4HiUHI 

rts  'n  oupt  rniismioN 


4.  '*t  support  the  conce*  \  oi  coneol  idstion  L*.»  ..chieuc 

efficiencies  end  monetary  benefits  provided  our  mission 
capabilities  aro  maintained  or  enhanced.  Thin  report  doer, 
not  generate  that  support. 


5.  *.\’e  suggest  that  the  study  team  revisit  SAPJFMA.  The 

previous  one-day  visit  was  not  long  enough  to  really 
analyse  all  the  problcnn  .  The  problems  in  tn<*  Canal  Zone 
would  be  compounded  over  those  in  SARPMA  because  it  would 
be  tri-service,  rather  than  two-service,  and  in  a  foreign 
country.  Wo  feel  that  problems  in  reporting,  personnel, 
df  a  automation  and  responsiveness  would  he  magnified. 

Wc  hftlicve  that  if  all  problems  are  addressed  end  quantified, 
th  c*|ravings"  may  disappear. 


HE  COMMANDER 


1MANDER  A 

iP/U 


1  Atch 

Basis  for  Nonuoncurrenco 


KARLE  R.  COLE,  Colonel,  USAF 
Director,  Operations  $  Maintenance 


2 
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Jii  !i?Jl  mon con cur. wince 

Pago  7,  paragraph  5.  Any  consolidut ion,  to  ac  it  ailstio , 
must  consider  a  rosizinq  of  the  direct  labor  force,  if  the 
same  service  can  he  provided.  Especially  alternative  2. 

There  is  no  reason  to  believe,  that  with  a  folly  consolidate.1, 
organization  (alternative  2),  some  reduction  and  consolidate .  : 
of  direct  labor  could  not  be  achieved.  You  cannot  exclude 
82  percent  of  the  RPMA  strength  from  review  and  have  a  mean¬ 
ingful  study.  However,  it  would  be  hard  to  convince  manager; 
that  indeed  no  denradation  would  result  from  a  lower  direct 
labor  force.  The  level  of  the  downsized  force  would  have  to 
be  agreed  to  by  all  services. 

2.  Page  3.  The  assumption  that  the  direct  t«.boi  wnrk  tore;* 
would  remain  const  ant  through  any  consol  id.at  ,cn  while  expedit  . 
for  this  study  is  probably  r.ot  accurate  and  could  have  a  sin  - 
nificant  impact  or.  the  final  cost-benefit  ratio  of  any  pro¬ 
posed  consolidation.  The  draft  analysis  as  it  now  stands 
doesn't  address  inefficiencies  in  the  direct  work  force- 
operation  which  result  from  unconsolidated  RPMA  operations. 
Prior  to  any  decision  on  RPMA  consolidation,  the  effect  on  In¬ 
direct  labor  force  for  82  percent  of  the  work  force  should  bo 
examined. 


3.  Page  12.  This  paragraph  is  one  of  many  instances  through 
cr.t  the  r.port  where  it  states  that  only  1 1  .*  Army  ha-,  a  ,’Pi-Vi 
manning  guide.  This  cives  the  impression  that  the  a h  Ko’ 

is  operating  inot f iciently.  This  i m  especial ly  true  when  the 
statements  are  coupled  with  references  to  high  Air  Force  over 
head  such  as  found  on  page  8.  While  the  Air  Force  manning 
standards  arc  under  revision,  the  magnitude  of  the  changes  in¬ 
to  expected  at  any  base  is  small  and,  therefore,  there  is  no 
real  reason  that  the  Army  Engineer  Studies  Center  could  not 
have  used  them. 

4.  Page  22,  Alternative  2,  paragraph  14a.  Housing  .I'anaqe- 
mont  for  Air  Force  resources  would  have  to  be  shown  under  th 
Air  Force  Staff  Engineer  in  Figure  3. 

5.  Page  27.  paragraph  h.  Suggest  aelutinn  Figure  7.  It 
nerves  no  purpose  other  than  to  confuse. 

6.  Page  35,  paragraph  1  8  a  ( 3  >  .  Staffing  uui.d*'  should  only 
be  applied  to  Army.  It  is  unknown  if  it  could  be  applied  t „ 
Navy.  Do  not  concur  with  it  being  applied  to  Air  Force. 

7.  Page  46.  Total  staffing  requirements  are  summarized  fo 
each  alternative.  Recommend  additional  figures  which  show 
how  each  service  contributes  to  each  alternative ,  i.t».,  r,hc\ 
how  much  each  service  contributes  to  each  organization  and 
associated  savings. 
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Tii it  pas*  i*  ntst  gtuuw 

TV  'H  PittllSMB  TO  DOO 


0. 


Page  50,  paragraph  22f 


a.  Tho  reference  to  rapid  runway  repair  in  this  para- 
qraph  rhould  be  deleted  because  it  itnples  a  capability  to 
repair  three  craters  in  four  hours.  Howard  AFB  docs  not  have 
the  equipment  required  to  accomplish  thir.  father,  the  follow- 
i»u  verbaye  should  bo  used:  “ .  .  .includes  an  on-call  base 
o[.?-a lions  sustaining  capability  to  assure  the  continued  launch 
and  recovery  of  mission  aircraft  and  fire  crash/rcscue. "  Also, 
while  the  last  sentence  states  this  function  must  be  accomplished 
by  military  or  civilian  personnel,  tho  realities  of  the  situation 
dictate  that  we  not  depend  or,  foreign  national  labor.  Therefore, 
the  words  "whether  military  or  civilian1,  should  be  deleted  from 
the  last  sentence. 

b.  The  basic  requirement  to  retain  Air  Force  military 
engineers  at  Howard  AFB  remains  firm.  The  uninterrupted 
operation  of  Howard  AFB  is  essential  to  the  successful  accom- 
pl:shmcnt  of  the  Air  Force’s  USSOUTHCOM  mission.  The  potential 
for  political,  social,  or  labor  strife  during  the  upcoming  years 
of  transition  in  Panama  precludes  total  dependence  on  a  foreign 
national  work  force.  These  same  factors  are  making  the  recruit¬ 
ment  of  US  civilian  workers  increasingly  difficult.  The  pre¬ 
sence  of  a  core  of  Air  Force  military  engineers  is  essential 

to  insure  tho  continuous  operation  of  Howard  AFB  under  all 
possible  conditions. 

**  wh>i.  rc- —  t  i  ei  a;  .  Fo. ..  •  ...il  1 . , 

engineers  at  Howard  AFB  complicates  tho  Jevelcnrvnt  of  a 
workable  concept  of  operations  for  a  consolidated  RPMA  in 
Panama,  it  is  the  cont  i noenc  1  os  which  these  military  are 
inquired  to  support  which  form  the  basis  of  why  wo  are  to 
maintain  bases  in  P;»..ama.  Failure  to  recognise  th^m  so  as 
to  simplify  RPMA  consolidation  would  be  negligent. 


9.  Page  59,  last  puiayraph.  Not  true.  Manpower  standards 
could  provide  guidance  on  shop  strength. 


10.  Panes  60,  61  and  62,  Beyond  the  Analysis, 
ir,  this  section  re!  tine  to  the  differences  bo 


The  statements 

;o  rer.  t  h  c  various 


rervi cos  ’ 


RPMA  crn.in  i  rat  i  ona  1  structures  ore  unsubstantiated 


end  should  be  deleted  from  the  report.  No  wnerc  in  the  report 


is  there  any  data  to  indicate  one  PRMA  organizational  structure 
is  cither  more  efficient  or  providing  a  higher  level  of  service 
to  its  customers  than  any  other  RPMA  organization.  The  study 
fails  to  recognize  service  mission  differences;  i.e.,  an  A>r 


Force  base  is  the  center  of  mission  accomplishment  while  an 


Amy  fort  is  a  point  of  departure  to  a  forward  location.  It 
is  this  type  of  analysis  which  requires  that  this  report  be 
rewritten  in  a  more  objective  manner. 
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11.  Pago  G2.  There  is  >  it  t  1  #  i  *'  any#  just i fieri  ion  iov 

the  ESC  recomr u'm^it  >or.s  on  boS  consolidation  ii»  Panama.  lhe 
report  does  not  thor *.-'*•  i y  the  costs  and  benefits  of 

RPMA  consolidation.  REtVMKENUATlONS j 

^ .  Nonconcur  #1,  Panama  should  not  be  provina  ground 
due  to  volatile,  foreign  situation. 

b.  Nonconcur  12,  not  supported  by  study. 

c.  Nonconcur  13,  not  supported  by  study. 

d.  Nonconcur  14,  not  a  part  of  tasking,  ’’’oo  big  u 
decision  to  make  based  on  consolidation  study.  Systems  we*  e 
not  designed  with  consolidation  in  mind.  Each  service  has 
different  mission  ami  Vo;  unique  procedures  and  automated 
systems  to  accomplish  that  mi  uii  i  on « 

12.  Page  R-2t>,  guest  ion  .it.  The  reference  to  rapid  runway 
repair  should  bo  deleted,  substituting  instead  the  words  "The 
kuiasion  requires  the  capability  to  sustain  operations  includ¬ 
ing  the  continuing  assure.!  launch  and  recovery  of  mission 

«i  corn f  t .  " 

13.  Page  C-l-lf,  paragraph  5r (1 ) .  Prior  V  the  draft  being 
written  and  now  before  it  is  made  final,  questions  concerning 
discrepancies  :r  data  should  have  been  resolved.  Noting  such 

raise;;  quest  uui*  is  t*<  t  no  validity  of  the  ..nalvsis.  EclcLe 
sentence  beginning  "These  anomalies  .  .  .  ." 

14.  Pag*'  C— 1  —  16,  paragraph  5c(2).  Usage  data  on  Air  Force' 
equipment,  vh  i  i  o  not  maintained  on  AF  Fo:m  1447,  is  maintained 
by  the  Trar.rpH.u-  tat  ion  Squadron.  Too  report  does  net  take  the 
time  to  resolve  thi*  da.:.;  problem.  Delete  sentence  begini..- :ig 
"It  is  curious  .  .  .  ." 

15.  Page  C- 1  -  3 7 ,  paraorenh  Sd(t).  The  wording  of  this  para 
graph  should  he  roworkec  so  that  it  is  clear  tliat  Frir.te  BEf.1 
military  cut  h -•  ica:  ions  ace  not  ' oddi  i to  the  work  fo--.ee 
called  for  by  r.PMA  work  requirements  but  rather  a  subset  of 
that  work  force.  Tins  is  accessary  to  pi  event  the  erroneous 
assumption  that  Prime  RKFF  military  personnel  are  excess  to 
the  PRMA  work  force. 

16.  Page  C-l-32,  paragraph  8.  In  the  last  sentence  if 
neither  FSC  mr  the  Air  force  (TAC)  know  -.here  the  data  came 
from  ar.d  neither  car  verify  it,  it  should i*t  be  used.  This 
adds  more  doubt  into  the  report’s  analyses  and  conclusions. 
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17.  Puqc  E-  rj.\.  Tlu  '  is  no  need  to  «*;tijT.  »t.c 

number  ot  Ai„-  'Vice  vehicles  *:*.  Panum*. .  ''"a:*  ii.c.-,.  Lrurs- 

portation  squadrons  or  HQ  TAC  can  provide  that  data. 

If*.  Annex  E. 

a.  The  proposed  concept  of  consol idntion  has  many 
undesirable  features.  As  envisioned,  consolidation  of 
general  purpose  vehicle  assets  will  loav<*  the  Air  Force  with 
th^  management  and  muintc nance  roapon^ie*  1  ity  of  residual 
vehicle  fleet  consisting  cf  all  fire  fighting  vehicles,  463L 
equipment,  refueling  vehicles,  materials  handling  assets,  and 
the*  entire  civil  engineering  base  maintenance  flo  t  .  This 
will  result  in  n  situation  whereby  the  Ti  ansport  .uioii  Squadron 
v*i  1 1  be*  required  to  retain  an  organization  structure  and  man¬ 
power  force  to  manage  and  maintain  this  jertion  of  iho  fleet. 

In  a  practical  scenario  wc  arc  uivinq  a  portion  of  the  fleet 
(general  purpose  vehicles)  for  maintenance  and  management 
purposes  to  another  service  (Army)  while  maintaining  similar 
responsibilities  for  a  tcsidual  vehicle  fleet.  In  our  view, 
this  prospective  method  of  consol  illation  vr ill  negate  the 
benefits,  if  any,  that  from  a  conceptual  standpoint-  would  have 
accrued  by  consol idat inn .  Vehicles  are  a  "wing  resource 
entity"  that  from  a  management,  maintenance,  and  operational 
viewpoint  requires  the  existence*  of  many  ancillary  activities 
such  as:  (1)  tire  shop,  (2)  battery  shop:.,  (3)  bench  storks, 

(4)  tools,  (')  vole  inn  sh-u*,  (0)  maintenance  facilities, 

(7)  acini  ni  st  rat  i  vt*  oos.ttc.'**  *  «  '  renler*'***-*"*-  - - 

(9)  a  manpower  and  management  structure  that  makes  possible 
providing  users  responsive  support.  One  cf  the  primary  pur¬ 
poses  of  consolidating  should  he  to  combine  these  c«ncil'a:v 
functions  so  as  to  optimise  utilisation  of  resources  ar.ci 
reduce  costs.  Unaor  the*  ptopor.d  concept  ,  those  ancillary 
functions  will  have  to  continue  in  exist  r:*.ce  tc  support  the 
residual  vehicle  fleet,  under  c  concept  cf  diminishing  ret .  rn 
due  to  l«?s  than  optimum  utilisation  because  of  <t  reduced 
fleet  mananed  and  miintainod  by  the  USAF.  The  approach  o« 
placing  management  and  maintenance  respon- 1 bi 1 i t ' es  *or  goner a  ' 
pun,vjsc  vehicles  under  one  service  (Army'  while  leaving  these 
roupons  i  hi  litin"  !>*•  a  residual  f'oc*  ur,c‘*r  Air  T''nce  o ♦ -r.>  . 
equates  to  a  ‘ur.ct  ioua  i  f  rauront  it  icn  <**  "resource  entity" 
negating  the  pr’marv  objectives  of  cons'*  J  dating.  Fnrhh  :**, 
it  is  axicm.it  i c.i  1  lv  true  that  every  time  that  a  resource 
entity  is  divided  i . ,  i  o  two  separate  functions  with  each 
leguiring  a  separate  management  overhead,  a  waste  of  material 
and  manpower  resouxecs  invariably  occurs.  Another  underir.iblo 
feature  of  this  projxisod  fleet  consol  idat  .on  concept*,  is  that 
it  forces  users  to  work  out  vehicle  problems  with  two  services 
uncrating  under  two  different  vehicle  management  systems.  Thin 
will  create  a  very  untenable  situation  for  **he  user. 
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b.  Th*  •  Md*.P  i  o?it  ii'i,  on  thi.  mutter  i  c.  *o  ./ 1  oon- 
"('lulalt  uni*  s  M.e:  e  is  ,-  signit  io.r.t  roo-.uM  m:-.  in  Mu  v ■  m 
r.isa’mt  rr<*fl‘,  It,  Iv^cvr,  thi*-  issue  if  pur*  rad  in  t  ;•>.* 
future,  coiis,  1  i  -Li  v  ion  most  Ik?  studied  in  tori.).-  of  total  fleet 
assets  vice  t  Is  current  proposal  to  consol  id  -it .  ?  i.i.air.t-  nnnte 
vne*  operation  for  icner.il  purpose  vehicles  cxr  lun i vel y .  Orly 
with  this  approach  in  rum!  can  ci  nsol idet  iot.  ot  the  in-iving 
infract  ructui c  ot  manpower,  facilities;,  unci  Italy  functions 
and  management  overhead  structure  ho  accon.pl  i  shod .  In 
summary,  cur  position  is  to  approach  consolidation  of  all 
vehicle  categories  with  their  corresponding  management  and 
material  support  infie  .  t  :  mu  vires  or  not  address  tht  issue  at 
all.  Ke  do  not  favor  amsoluhti'i.i  a  portion  of  the  fleet 
(general  purpv  .  <  vehicles.)  ever  when  the  cei^ice  act  ing  an 
the  simile  man  s  *  :  ..s  a:\«-r  sm  i  nt- -nance  ros-pons  i>"  litics  for 
that  portion  of  the  fleet. 


c.  The  recommended  Mo  ther  study  must  encompass  a 
detailed  assessment  of  tin-  l  o  1 1  o.»  i  mi  are. »s  with  a  mutually 
agreed  ....hr'*.  •*.  !  .  :m  m  h  v*  to  aeeor.pl  i  sh :  !  1 '•  transrer  of 

vehicle  accour*  .1".  1 .  t  y  (.'i  tranr.tr  of  facilities,  tools,  and 
shop  equipment  ,  tl)  tiaivicr  ot  na*i power  spaces  to  include 
possible  slots,  outside  t  h>  unit,  {•!)  relate.*  fiscal  matters* 
i.e.,  g.is,  main*.  • -nance  of  facilities,  reimbursement  for 
services,  (S.‘  unique  wi:n  mission  requi  **rrent  3 ,  i.e.,  mobility, 


disaster  propun  .'c 
m-.'T' ; .-  ,  ( ?)  ’.u. 

CK,  f  ;  :  e  d  o  r-  i ;  * 
lee  all.  a  *  itsi  >  t 
cot. r*'p'  c{  eta- is 
respoiis  ive: 

i. 


■::t  :  ngem*  ics  ,  (6)  wit.g  flying  requiro- 
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of 
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~  e.d 


or 


car  *  ty  police. 


wf  ve!i  .  tier,  ' '  ')  r  i  r. e  !  e  r  w.aoc 


.-nanc*<  ,  and  for.nnf", ,  (f.) 

-•-Tit.  in:  in  tinctures  .  no. 

*  standards  of  aervici.  -  scope 
••  of  COPAHS  contract  rospon- 
:  ar. ,  (1?)  permanent,  dispatch 
it  system  for  vehicle  ooera- 


a  *  r.  *  ..met,  (Mi  mamt  ••nance  priorities,  (IS) 
issui.e:  and  c. t  ;  1  1 no  .-Mitury  licenses  ar.d  records,  (16) 
acciden*-  invert  :  gut  ions.  (  i ’’)  peco.liar  admi n l strat i ve  trans¬ 
port  needs  of  py,\p,  i.e.,  cr«*ws,  VIPs,  inspections,  visitors, 
etc.,  and  a  c)«-..r  unde  »t?  an  linn  that  from  an  Air  Foi  oo  view¬ 
point  any  con*  icttua’  in  naement  :ncidn»t.  to  consol  idat  ion 
will  on  1 
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the  stud' 
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cit-  n  :n  OMH  Circular  A-76 
i.  Force  ob : ec L i t s ,  and 


a.  The  main  cone! m ions  of  the  study  indicate  the  con¬ 
sol  id e.tirn  wci.'d  r.  ."e  r.o~v,  reduce  mar.ancri.il  and  •''I'-ricnl 
positions,  mc.ximi.Te  utilisation  of  personnel,  equalise  ccr- 
ditior.s  for  ill  OOP  personnel  in  the  Canal  7ont  and  decrease 
proem  err.rnt  co:ts  for  universal  cervices. 
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b.  OperoMng  results  are  piovided  below.  It  would 
appear  from  this  data  that  the  present  Army  method  of  operation 
and  maintenance  of  assignment  practices  are  not  obtaining  the 
best  results  for  DOD. 


Army 


Adequate 

Substandard 

Navy 

Adequate 

Substandard 

Air  Force 

(All  Adequate) 


Number 
of  Units 

3,315 

3,082 


1,182 


Percent  of 
Occupancy 

96.7% 

97.4% 

88.1% 

97.8% 

98.4% 

84.0% 

97.4% 


Operation  and 

Maintenance 

Cost/Unit 

$3,913 


$3,644 


$3,630 


c.  A  detailed  tri-scrvicc  evaluation  of  all  factors 
would  indicate  that  there  arc  i ew  benefits  to  be  realized  and 
that  cost  s av i  ms  have  been  overstated.  Consolidation  would 
detract  ft  cm  the  current  An  Force  quality  o.  life,  family 
housing  management  in  the  Canal  Zone  should  remain  an  individual 
service  re  spoils ioi  1  i  ty  . 

d.  Many  lectors  ate*  emitted,  significantly  overstating 
the  estimated  annual  savings.  The  one-tine  cent  ut  upgrading 
„t,  existing  facility  to  accommodate  a  consolidated  Family 
Horsing  Office  is  not  shown;  modernizing  ird  expanding  the 
communications  network  to  reet  the  requirements  of  managing 

a  widely  scattered  housing  complex  and  a  two-way  radio  system 
for  the  housing  inspection  program  are  not  addressed.  In 
addition,  POV  mileage  reimbursement  costs  for  irspectors,  HRC 
and  other  housinq  personnel  would  greatly  increase  due  to 
widely  dispersed  housing  areas.  Additional  office  machines 
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.<nd  r-rui:  ‘viu  vf'p.i  i  be  required.  Final’y.  >  ho  t ncrcarc.i  cor,: 
of  .  opi  i \  tuev  ■  v*  i*  m-huvrs  sp**nt  in  •  lutfol  time  for  both  the 
sponsor:;  and  the  c  ■w-torors  (without  considering  the  incon- 
'’•'ni^nca  involv'd)  v,ir  emitted. 

e.  The  end  manpower  position,  toth  in  number  required 
and  grade  compositing,  would  bo  d«.  pendent  on  a  Civilian 
Personnel  office  classi f ic.it  .cm  action  study,  position  audit, 
nn«l  manpower  manctenont  study.  Only  then  can  a  dollar  r.avi  r.qt 
he  compute!.  Fvon  if  reductions  ir.  the  number  of  positions 
did  result  from  consol idat  ion ,  the  tremendous  increase  in 
management  vespous  i  ni  1  i  t  i «  s  m  1  <  :ht  result  in  grade  increases 

oi  f -set  t  -  n  i  savi’u*:-  expect  ed  from  reduced  numbers.  The  study 
omi'vt •'«  tine  :or  comp ii;>;  ,  coordinating  end  publishing 

unique  lViul  at  ions  and  forms. 

f.  The  lor.T  icn  of  the  consolidated  MUJ  Office  would  be 
1  siqnifie'Pt  faci^r.  Travel  distances  for  inspectors  and 
rovers  Vs.'plu  be  •  r<  lioated  on  this  location.  Minimizing 
nonproductive  travel  time  would  necessitate  inspections  and 
furnituio  movement  *;  b.*  conducted  by  zon«'s  on  certain  d?vs, 
thus  dtv'c.isuvi  ♦;><•  ability  to  respond  to  customer  request? 
in  othe.  .  rcas.  iVvioasin*!  inspector  flexibility  could 
inciease  dollar  loss  due  t  o  (juarteiT  remaining  vacant  for 
lopin'*  pci  iods  < »!  is  mo. 


<i .  runso I : d  iv  on  isn't  nii.et.saty  to  advantage  of 

uecfe.isec  :  rood  e'-e-t  cist*;  opportunity  since  consolidated 
precutu  r.-.ent  n'  c<o.  at,  servu.  s  and  products  i  «  currently 
beinq  used.  Fxarp'tr.  include  procurement  of  furniture 
maintenance ,  era.ci,  concrete,  asphalt,  tire  protection,  and 
refuse  collection. 

h.  It  is  als.»  conceivable  tha*  consol  ida  t  ion  would 
increase  ■ntivinn  'Wt-'iifer  to  the  ci-'vernmor.t  ,  i.e.  more  pc *■- 
son  no  l  wculd  be  1  -  \  uni  on  the  ecor.cpy ,  aviit  nu  housir.o. 

Pome  per xennel  new  move  intr  MFH  dm  i'CS  orders,  but  if 
delayed,  nidito  '  rovuvi  dollars  would  have  to  be  budgeted 
by  the  h  ,i..  uni  *'f  tc<  . 


20.  Page  F-  3 ,  p.r.ai  r.iph  3a.  The  stalcmertr  on  consolidating 
bachelor  housing  and  family  housing  are  unsubs t on tiatoo  and 
should  be  deleted.  Rather  than  can* inn  doubt  on  the  thorough¬ 
ness  of  the  Arry  Audit  Agency  report  ,  this  report  could  have 
just  as  cosily  assent'd  that  the  auditor  found  valid  reasons 
for  not  consolidating. 

21.  Taqc  H-l-ll,  paragraph  Sa(l).  The  st  .foments  on  Air 
Force  overstaffing  should  be  deleted  unit's  the  3tudy  examines 
the  efficiency  and  level  of  service  prev:  i.'d  by  the  Army  and 
Aii  Force  organizations.  The  assumption  -.hr.t  the  Army  system 


7 


B-l-17 


the  best  an  a  b.ifl'nfi  for  ti.i-j  study  in  a  posit ion  that 
c.un.ot  b*'  accepted.  Alternative  la  is  not  a  viable  altera  tive. 
It  s  unknown  if  the  Army  staff inq  Guide  can  be  applied  to  the 
current  Air  Force  and  Navy  or quni zat ions  since  they  are 
oiqanized  differently  from  ti.'  Army  and  have  different  missions. 
Only  1C  spaces  should  be  delet'd  from  Alternative  la  since  that 
is  the  amount  the  Army  is  ow  *he  Staffing  Guido. 

22.  Page  H-l-18,  paraqianh  b,  Alternative  2.  Since  this 
orqani:atu>n  dr.es  not  address  consolidation/reductions  in  the 
direct  l^bor  area,  it  ;a  no  real  alternative  -  82  percent  of 
the  work  forc«  was  iqnored  in  this  effort. 

23.  Page  h-1-22,  [  a  rtv  i  aph  Sb(3)(a).  If  she  consolidated  RPMA 
structure  is  adopted,  a  separate  staff  ennir.eer  will  be  required 
for  the  Airy.  Havinn  the  ocnsol idated  KPMA  structure  sub¬ 
ordinate  to  the  Army  leads  to  a  biased  situation  where  the 

KPMA  organisation  dors  not  have  true  independence.  finch  a 
situation  could  lea**,  to  less  than  acceptable  service  to  Air 
Force  and  Navy  customers. 

24.  *’aqe  M-l-24,  Alternative  3.  Anain,  unknown  if  Air  Force 
can  function  und^r  Staff inq  Guides.  Not  a  viable  alternative. 

?rj.  Page  H-l-30,  paragraph  Sd.  As  noted  in  comment  2,  the 
statement  "the  Air  Force  has  r.o  manning  cci.de"  i  *  misleading 
ana  inappropriate.  M  so,  to  base  rannimi  ..  :»  facility  ...mare 

. .  .u.'i  t.u.o  into  account  utility  system  roqui  enenvu. 

The  analyr. is  of  Alternative  4,  tor  the  above  reasons,  cm  only 
be  considered  as  incomplete  and  inconclusive. 

7b.  Page  K-l-31,  paraoraph  5d  ( I ) .  Comparisons  of  Alternatives 
3  and  4  can  only  i»e  valid  when  the  efficiency  and  level  of 
r**rvice  ptovided  by  the  tv--  service  RFMA  organizations  h‘tv<» 
icon  analyzed. 


27.  Pane  K-3-7,  paiiurath  4.  The  section  on  equipment  is 
not  aecut.  to  ln'cvi'.i  of  usir.<  solely  estimated  equipment 
usage  da*  a.  The  l;  "a  1  tran.rq:.  •  *  r  l  on  r. -,u  vi.  cn  car.  p:  ocidc 
actual  .  r  Fore*'  lata  >:  »u  .  i  h*'  cost  sir. '.  nan 

estimated  f  ?  or.  the  *  ;u»pneiv  »t:a  lysis  she u id  no*  be  all  owe  s 


t*ps  » ho  analysis 


co.-'.ol  idat  ion. 


28.  Tagcs  li-3-13  throe  ah  H- 3-2.3,  paragraph  6.  The  aralyis 
of  SARTMA  should  bo  reduced  to  only  tho:  .  *actor?  chic'.'  tciut: 
to  the  consol  idat  ion  concept  for  Fanamr.  Comments  on  SAi’i’MA 
pci  for  .nance  b.-.netl  on  a  one-day  visit  rhouid  be  deleted  fre.n 
this  report. 
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iIUitlM  Studyi  nvlw  «nd  com mu  on 
DM d-0*  Ur  of  30  Jul  74  w/oocl 


t.  to  fxjwrtto  If  wftmci  (a).  tto  aubjoct  tifect  tot  tow 
•■*  fcniml  and  iiImmi  ton  nmmii  «Mto  ata  tonU  yn»| 
MUltoNUto  an  Dm  final  •twy  report. 


♦ •  twwt  ■  eWAVMILMfT.  Concur  with  tto  cam 
•Wllwi,  toMM.  contained  la  tto  auk] act  a  tody  m  pm 
precapta  list *4  ara  ooaaldarnd  an  aaaancial  ftito 
•*r  r6!*  M  Wm  oceaolldattoa  Up  lamentation  plan. 


•aka  of  tonl 
••  0-10  and  0-11. 
CM  oval  nation  ol 


l«  Coon  ant  ~  CCexxvfaCOOCOH.  Tto  aubjoct  atudy  atntoa  that  Mini 
r\T0  0m  direct  ucsjtiM  annhour  effort  anountad  to  1.3  nil  lion  boor  a. 
Ol  tMa  total,  tto  "•ry  perform  only  ol«ht  parcont.  Xn  addition,  tto 
r tody  atntoa  Mat  aaahoura  aapaodod  on  uniqua  aalntannnco  functloao 
f  fornad  ky  Mo  »*ey  on  connunlcationa  nntworfc  antonnna  would  to  one  lad 
Cion  tto  atudy,  Cc.-t tdarlnf  tto  local  of  tto  tovy’a  lore l vacant  la 
tonana  Canal  mm  workload  accoapliahaent .  furttor  conaolldatioa  ooald 
freoa  ocoaonically  and  operationally  unfaaalJftla.  Nowovor.  tto  tovy  *111 
a  4  Maun  tc  aaalaiza  Intar-Soreica  fur  port  Aqroananta  (Utta)  Mareaar 
r  •  «lbla. 


*'•  CBawaat  »  crriAvataiaWT.  toaponotbllitlaa  and  aeopa  of  oporatlono 
In  tto  arm  area  will  undergo  naoy  chan^aa  upon  lap l annotation  of  tto 
Canal  Treaty.  1  Octotor  1474.  Coat  banaf it  analyoia  baaed  on 
biatorlcal  data  n,  no  looter  to  relavant  to  future  operetiona.  It  la 
IHrtfon  rffPTf^  that  mm  eonaolldatton  analyata  be  dafarred  until 
t  »et-Tr*»ty  apatdtkona  have  etabillaed. 
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(ESC  NOTE:  Pagca  B-10  and  B-ll  aa  referenced  in  paragraph  la  follow.) 
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PANAMA  RPMA  CONSOLIDATION  ALTERNATIVES 


GENERAL  COMMENTS 


A  brief  resume  of  Naval  Activities  in  the  Panama  Canal  Area  and  the 
current  method  of  operations  (CMO)  appears  germane  for  this  requested 
review  of  real  property  management  activities  (RPMA)  alternatives  in 
order  to  set  the  basic  stage  for  the  enclosed  Navy  comments. 

U.S.  Naval  Station  Panama  Carsl  is  the  major  naval  activity  tnd 
reports  through  its  appropriate  chain  of  command  to  tho  Commander  In 
Chief,  U.S.  Atlantic  Fleet.  U.S.  Naval  Communication  Station  Balboa 
reports  through  its  chain  of  command  to  Commander,  Naval  Telecommuni¬ 
cations  Command  and  U.S.  Naval  Security  Croup  Activity  Caleta  through 
Its  chain  of  command  to  Commander,  Naval  Security  Group.  Thus,  each  of 
the  three  larger  commands  reports  through  a  separate  major  claimant. 
Included  within  th;  Naval  Station  e  a  number  of  tenant  cotmnanda  and 
supported  activities  such  as  the  U.S.  Marine  Barracks  which  also  report 
to  several  separate  major  claimants. 

Even  with  this  spectrum  of  activities,  a  number  of  consolidations 
have  occurred  over  the  years  which  have  reduced  duplicating  support 
requirements  within  both  the  Naval  Community  and  among  the  services. 

These  consolidations  Include  refuse  collection  and  disposal,  custodial 
services,  exterior  and  interior  painting  of  both  family  housing  and 
other  structures,  grounds  maintenance,  civil  engineering  support  equip¬ 
ment  (CESE)  maintenance  and  repair,  supply  procurement  support,  con¬ 
struction  contracting  and  inspection,  engineering  planning  and  design, 
end  the  majority  of  family  housing  functions.  Various  other  services 
such  ss  fire  protection,  automotive  repair  parts  support  and  pest  control 
•re  received  In  varying  degrees  from  the  Panama  Canal  Company,  U.S.  Army 
and  U.S.  Air  Force. 

These  efforts  have  allowed  the  Naval  Activities,  through  the  use  of 
consolidation,  ISSA  and  contract,  to  reduce  the  required  work  force 
levels  to  a  lcan-and-mcan  "generalist"  versus  "specialist"  level  of 
staffing  In  most  esses.  Even  these  reductions  have  left  each  activity 
specialized  work  forces  In  such  areas  as  antenna  maintenance  and  repair, 
fuel  operations  and  maintenance  and  waterfront  opcratlona  and  main¬ 
tenance.  These  specific  areas  are  command-peculiar  and  require  strin¬ 
gent  operational  control  In  response  to  mission  readiness  capabilities. 
All  the  above  notwithstanding,  many  of  the  consolidations  were  success¬ 
ful  dua  to  the  commonality  of  reporting,.  accov«nting,  and  staffing 
requirements  within  the  Department  of  the  Navy.  Even  these  consoli¬ 
dations  were  not  without  significant  problems  and  the  requisite  com¬ 
promise  solutions.  The  magnitude  of  a  Tri-Service  Consolidation  Is 
oaoontially  without  past  precedent  and  though  conceivable,  haa  extreme 
problems  associated  with  the  total  concept.  These  problems,  coupled 
with  the  Panama  Canal  Treaty  Implementation,  would  appear  potentially  to 
Impact  both  efforts  adversely  due  to  the  diverse  manpower  requirements 
of  each  program  in  conjunction  with  dally  business  as  usual.  All  threa 
manpower  demands  ara  occurring  at  Che  save  time  on  one,  unchanged 
manpower  pool. 

*~10  Enclosure  (1) 
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With  thin  in  mind,  the  quest ions  presented  by  the  Engineering 
Studies  Center  (ESC)  will  be  answered  by  a  coordinated  Navy  response. 
Specific  problems  for  a  separate  activity  will  be  identified  as  such. 

The  responses  an-  predicated  on  the  following  precepts  for  any  consoli¬ 
dation  study  of  the  RPMA  areas  or  any  other  BOS  areas: 

1*  The  proposed  actions  denonstrate  significant  cost  effectiveness 
and  efficiency  with  no  resultant  decrease  in  mission  readiness  nor 
coasumd  capabilities. 

2*  The  proposed  actions  provide  equal  or  better  service  than  under 
the  CHO  at  the  same  or  reduced  costs. 

3,  The  proposed  actions  preserve  the  Commanding  Officer's  preroga¬ 
tives  and  control  over  RPMA  functions  within  his  purview. 

4.  The  proposed  actions  provide  for  end  foster  uniform  treatment 
of  customers. 

5.  The  proposed  action  gives  visibility  to  all  costa  and  chargas 
for  both  the  RPMA  manager  and  the  customer. 

6,  The  proposed  actions  are  fully  compatible  with  the  Navy's 
command  management  system  and  philosophy. 

Compliance  with  these  precepts  la  decked  essential  for  any  con¬ 
solidation  to  be  considered  acceptable  and  feasible  by  the  Naval  Commands 
In  Panama. 
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DISPOSITION  FORM 

mumiwk  w u  iiph 


Uf/P.& 


Cut  | 


I*  IlltrtfKf  Of,  OAP<-«F«,  2)  July  If?*,  subject  above,  with  ncloiM  refort,  tub* 
Jnt  -above. 

«•  Centra  1: 

a.  TM«  office  K« •  reviewed  pertinent  sections  of  the  draft  report.  The  reviewer'1 
analyila  of  the  report  considered  not  only  (a)  the  OS 0  tasking  memorandum*.  end  (b)  the 
thrust  of  the  report,  but  alto  <c)  hit  k.-owledge  of  ftiuaa  Cane  1  Treaty  Implementation 
tefulremenl* ,  wherein  the  Atey  assumes  new  end/or  enpanded  support  functions  effective 

1  October  1!?V*. 

b.  This  directorate's  laprestlon  It  that  the  ISC's  draft  report  la  a  reasonably 
pood  document,  given  the  time  frame  available  for  collecting,  analysing,  and  aggrega¬ 
ting  requisite  da  to  and  information  on  IfKA  activities  by  the  Army,  Ravy,  and  Air 
force  in  the  Canal  Zone. 

c.  This  directorate  Is  in  agreement  with  the  thrusts  in  the  Summery  related  to 
(1)  desirability,  and  f 2)  ths  continuation  of  the  Current  Method  of  Operation*  fCHO), 

It  le  not  In  agreement  with  any  linkage,  implied  or  direct,  of  IFMA  consolidation  with 
any  other  beae  Operation*  functicna,  IkfftA  consolidation  has  occurred  on  Ohau,  Hawaii, 
end  in  the  San  Antonio  Area  (SAUftM);  no  other  hate  opera!  tone  functions  are  involved, 
nor  should  there  be  with  respect  to  Panama. 


d.  Ths  study  report  auaaary,  Is  at  heat,  unc 
feasibility  and  the  desirability  of  further  WMA 
can  be  that  the  (acta  are  nens upper 1 1 ve  of 

is  the  deductive  obeervetlons  that  ccnao  1  Ida t loo 
nor  le  it  "ondeer table''.  There  te  no  Intent  to  c 
Impression  gathered  1*  that  elnce  the  "front  door 
should  be  further  efforts  to  shore  up  the  study  r 
to  that  two  negatives  art  positive.  In  sim,  PIMA 
or  desirable,  or  it  Is  not,  and  the  study  should 


ertaln  In  Its  discussion  of  both  the 
consolidation  in  Panama ,  The  lnferanca| 
a  posit Iv*  conclusion,  thereby  loading 
le  "not  infeasible"  (or  "not  harmful") 
rltl.lte  the  study  group;  however,  the 
facts  ere  not  conclusive,  there 
ecommendatlons  through  the  "beck  door" 
consolidation  Is  slther  feasible  end/ 
come  to  gripe  with  both  in  Ite  final 


s.  itiitnuHM  91  Ih«  rename  canal  Treaty: 

e.  The  study  does  discuss  to  east  eat eat  on  pages  1-1-1  to  ■  *)•?  ths  additional 
support  raappnalbllltlss  to  be  ihoulderod;  however,  not  in  sufficient  depth  tc  convey 
the  true  negnituda  of  tie  changes  to  occur  ->  shortly  *  which  should  bo  considered  In 
any  further  consolidation  analysis. 

■  b.  Ths  scope  and  scale  of  iheie  changes  are  roflocted  in  the  Armor's  Increased  PT  PC 
tteourcei  for  treaty  implementation,  as  Submitted  to  the  Congress  1b  the  PT  PO  Frail* 
dmmt's  Budget  1 
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gygJgCT:  tevlew  oi  Draft  Itptl  -  Panama  KfMA  Consolidated  Study 

(I  In  000*) 


Amount 

fereonncl 

Igauaated 

Ba‘*£u 

OMAt 

Data  Operation* 

A.  4  b* 

in  in 

UPMA 

10.000 

1  17A 

Other 

10.010 

JlLiil 

Total  OKA 

110.004 

1A)  2,410 

MCA! 

A/ 

10.100  ~ 

NT  A: 

J.07A 

UTft.A: 

101 

OTA 

JJSS 

Total  Other  Appne 

00.110 

Total  budgat  Begueat 

A/ 

>70.700  “ 

2A0  2.A1A 

JEttlfi&li: 

V  Include*  SJ0.0  Billion  requested  tn  the  Ft  7*  MCA  Supplemental.  Tha  Cvnpm 
moved  thi »  <»uM  into  FT  80.  Thu*.  tha  $71.0  olllion  li  now  being  ttaatad 
In  tha  n  00  MCA  Aulhjr 1 (at  ion  and  Appropriation  tills  at  though  thi*  a*ount 
was  regueated  In  tha  FT  SO  budget. 

c.  Appandi*  H-  atataa  that  traaty  Implementation  coat*  ara  not  Included  in  tha 
altarnattva  analyst*  hut  doe*  acknowledge  that  tha  traaty  ralatad  function*  taped 
on  KIHA  la  important  .  Paragraph  It.  pagaa  K-J-J  and  *0*1,  also  atataa! 

"Tha  Initial  incroatt  tn  workload  followed 
bp  a  dacraaaa  to  currant  laval*  nacaaaltataa 
good  prior  planning  to  raduC*  paraonnal  tut- 
bulanca  and  fore*  reduction  coata  tn  10*4", 

d.  Figure  ■0-1,  page  HO-a.  daptcti  changaa  from  January  1070  to  October  1004 
for  nuobar  of  butldmga  and  aguara  feat  raaultlng  fro*  the  traaty.  Figure  I'M 
coopataa  taprovad  grounda  and  paved  aurfacat  from  January  1070  to  October  1070, 

a.  Tha  trends  In  both  figures  ar*  misleading.  Although  the  nuobar  of  building* 
•ad  aguar*  feat  to  b*  maintained  drop  slightly  froa  October  1070  to  October  1004 
(A  and  0  parcant  respectively) ,  it  l«  not  correct  to  regard  the  October  1004  level 
a*  "a  dacraaaa  to  currant  level*",  1.*.,  to  tha  pratroaty  real  proparty  inventory  to 
be  maintained . 

f.  What  t*  omitted  te  the  aa)ot  change  In  tha  composition  f  Army  real  property 
maintenance  and  repair  responsibilities.  The  Canal  Zone  Cover uaant  Health  tureau'a 
medical  facilities,  c.g.,  Corgma  hospital,  the  dependent  school  facllttlei,  upgrading 
of  current  facilities  to  administrative  offices,  ate.,  all  cooatitut*  a  major  change 
to  tha  awlntenanc*  and  repair,  function*  which  la  not  portrajrad  In’ the  nominal  perfor* 
oaoce  factor*  of  number  of  buildings,  agnate  feet,  ate. 
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WJKTi  bvlM  •(  Inlt  taper t  •  Fium  MMA  Cnm1I4m«4  Itwdy 

!•  Attached  ••  ImImvh  2  i»  n  tihmtlii  paper  4«hUH  for  tki  Iomi 
•od  Iwtl  CwlttMl  Which  iptltH  the  MIMI  of  tkMO  chu|ll. 

• 

h.  lti  fora  go  1.4  (irtinrhi  flicton  that  there  will  hi  mejer  <kM|ii  oof  l»> 
•room  to  thi  Arwy’i  DM  niyoaelhllltlii  wfir  tho  tteety  effective  I  October  tin. 
Tho  Areiy'i  (19)4  lot  Mi)  Ultt  budget  will  tocrooio  by  flO  atllloe  emcluilve  of 
$1.)  id  1  Hon  to  reimbursement*  or  41  percent  fro*  thi  current  nf  79  funding  level*  of 
•14.4  million.  Within  tho  110  million,  17.)  million  will  hi  In  tho  *t"  on4  *V  ac¬ 
count*.  for  on  Inc  mil  of  44  percent  compered  to  tho  current  lowol  of  112.4  olllton. 

Tho  MM*  clot  tun  workforce  will  tocrooio  by  )74,  Thin  frantic  increeee  In  tho  Anqr'e 
fooooo  MM*  program  will  require  on  eapeMed  effort  on4  tin  to  (1)  oiiwoo  tho  o44o4 
reepenelbtlltlei,  (2)  InltUto  operation* ,  m4  ())  achieve  a  itabllliad  IwAii  OHtMll" 
Clearly,  difficult!*!  and  turbulence  can  bo  enpacted  not  only  in  oiiuatno  thla  eiyan- 
4*4  workload  but  alio  operating  in  a  narked ly  changed  environment  undor  tho  treaty. 
Additional  turbulinci  and  chang*  would  bo  owyorloncod  hy  furtkor  MM*  consolidation. 

I.  In  deciding  idtithor  It  la  “feaalbli"  (or  "not  Infallible"  a  loco  It  la  not 
%arnfvl")  to  ycocied  with  further  MHA  coniolldatlon,  a  Urgor  taiue  nooda  to  he 
oddroeaod  than  thi  mnor  living*  4tj  acted  in  figure  ■-)-?.  yege  4-3-12.  Incidentally, 
the  anounti  In  figure  4*3-7  do  not  Include  the  large  treaty  Increnental  coit  eatlnatea. 
The  overriding  taiui  lit  Thi  Army'*  cayablltty  to  yerforn  Ita  treaty  related  function!. 
Including  ifHA,  effectively,  ao  aa  not  to  degrade  the  eupyort  yrowlded  to  military  and 
civilian  yirionnil  and  their  dayeodente  -  which  li  a  fundamental  yrenlii  underlying 

Che  Any'i  planning  for  treaty  aettona  and  aaioclatad  reiourcia  alnci  February  1974. 

J.  Another  major  factor  !•  the  organtietton  of  the  19)4  Infantry  Arlgede  (Cl). 

The  hrlgadi  itaff  ti  dia  1  -hatted ;  it  aervei  aa  the  Metical  brigade  itaff  and  aa  a 
large  Inatallatlon  ataff.  Kaaiottally,  It  la  a  lean  organ! ration  for  normal  tacti¬ 
cal  and  aupyort  mtulona  ditch  hai  had  an  aetemivi  treaty  planning  and  implements- 
tton  workload  luyerlayoiid  upon  It.  During  treaty  planning,  aerloui  comideratlon 
waa  given  to  forming  ao  ineullatton  itaff  organiaatlon  apart  from  the  tactical  itaff. 
Additional  manpower  and  finds  wild  have  been  required  for  the  Inatallatlon  TO*. 

Given  idiat  wai  known  at  (hat  (In  (Apttl-Juni  1974).  FOtSCCH  decided  not  to  recommend 
to  DA  that  the  tactlcol  and  inatallatlon  funettona  ba  itparated  and  additional  ataf- 
•*•4  provldad.  In  awm,  tha  IQ4SC0N  daclaion  waa  to  procted  into  the  treaty  environ¬ 
ment  vlth  eetent tally  tha  19)d  atafflng  atructura.  4o  matter  how  ona  looha  at  further 
MM*  consolidation,  tha  and  riault  1*  added  Army  workload  in  Fanama  to  an  already 
heavily  commlttad/aetsndid  ataff.  Tha  second  major  premlie  of  Army  troety  planning 
hei  Man  to  maintain  tha  capability  of  tha  I9M  to  eeecuti  lie  tactical  millions. 

And  thii  factor  alio  nude  to  M  cinfully  conildired  in  any  action  that  edda  workloe^ 
to  the  Arop'e  major  elanemt  la  Fename,  the  19>d  Infantry  brigade. 

*•  Comcluiionn  From  the  foregoing,  thlt  directorate  conclofaii 

a.  The  etwdy  U  eahtgwov*  la  both  the  feailhlllty  end  desirability  of  further 
MM*  cmmeolldetlon  la  Fanama . 

h.  Frejectad  living!  ere  both  minor  and  tenueua  and  esclude  additional  manpower 
emd  funds  for  troety  twylmmentation  aettom. 

«.  The  markedly  changed  nature  ef  the  Army  4VMA  workload  wader  the  troety  wee  mot 
amelyted  in  the  etwdy. 

) 
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•OTJBCTi  IniM  of  trtft  leport  -  huM  IMA  CoM«||fil*f  Itvdy 

4.  Tki  Aray't  ulillai  ot^otmloul  atafflng  In  hnMi  for  tactical  tM  aup- 
fort  requlretMota  under  tk*  treaty  utt  not  conaideted. 

o.  Tk*  turbulent*  end  ttanafera  of  function*  and  civilian  onnfO.or  to  occur 
on  and  of  tar  1  October  1979  vara  not  addreatad,  nor  vara  the  tin*  and  effort  required 
to  aaalallata  both  and  achieve  a  ttablllied,  hither  level  of  a^ttUeti  in  a  yet  to 
bo  determined  treaty  environment. 

9.  loco— mdtilflM !  thla  directorate  recooeenda  that  the  00*  yoaltlon  to  the  IMA 
conaolldatloa  etwdy  be i 

a.  There  be  no  direction  to  further  conaolldar*  the  IMA  function  In  the  te  pub  lie 
ot  rename  at  thl»  tine. 

b.  If  further  atudy  Indicate*  (ubttantlal  tawing*,  e,|.,  20  to  29  percent,  and 
there  1*  no  Impairment  of  the  Army's  tacttccl  and  eupport  reaponalbl lltle*  under  the 
treaty,  that  the  earlteat  further  IMA  conaoltdatlon  la  conaldered  be  1  October 
1914,  i^ehlch  tin*  the  Array'*  functional  aupport  vorhload  In  Banana  generally  reach** 
a  atablllaed  level. 

c.  In  any  event,  there  be  no  linking  of  consolidating  other  baa*  operation* 
functloa*  In  Banana  with  further  RJfHA  conaoltdatlon. 

d.  Any  declalon  to  proceed  befnr*  1  October  1914  ahould  be  mad*  In  the  command  • 
OOt  ataff  •  channel. 

b.  ImUJl  In  aua,  the  central  taau*  come*  down  to  thla  "bottom  lint"!  How  much 
■or*  auppott  reapona lb l 1 l t y ,  If  any.  ahould  be  placed  upon  the  Army  component  In  the 
lepubllc  of  Panama  by  Internal  OoO/t-l  rtaltgnment /consolidation  of  functlona,  at  a 
time  thla  component  | a  eatendeJ  to  Ita  limit  m  carrying  out  treaty  related  provtalona 
eod  reaponalbl titles?  Any  decision  which  adda  more  reaponalbl ll ty  should  be  mad*  upon 
*h*  heal*  of  what  la  beat  for  the  Army  overall  In  the  treaty  environment. 

BOH  TM  COKPnOULOl  OB  THE  AJWT :  ,  D  HIARD 

ITC,  CS 

liKblut,  0004 > 

oo* rr  j.  vaucNT 

brigadier  General,  CS 
Director  of  Operation 
and  Halntanance,  Army 

(CSC  KOTl .  Incloeure*  Withdrawn) 


Imcl: 

1.  v/4 

2.  added 
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•  i>  •  <  J.-j  79) 

.o',  lev  o»  Dr  alt  ’l-;.  a  ■  FanaeM  KPMA 
Consolidation  Stidy 

t'.K-KI’R  FROM  DAFK-MbU  DATE  0  7  AUP  OT  CMT  2 

Mr,  F?t»*is/alb/59031 

,>  in  proposed  report  lo  response  to  the  ASD(HAAM.)  memorandum. 
DEPUTY  CHIEF  OF  STAFF  FOR  FEFSONNEL: 


Utilisation  t\  Standards 
division 
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l  \  J’vjl 

LTC  tetto<./lw/iO0Q5 


I.  In  accordaMa  with  your  »  July  Of,  auVJnct  aa  ahova,  tte  Draft  MpovC  •  Piaawa 
CTXA  Conaolldatloa  Study  la*  raviawad. 

),  iMMBuch  ••  otter  laraleat  jealously  r«r<  ttelr  tool  yroyarty  aaaata  and  arpaar, 

(row  ttelr  r ~ir - .  *o  »l*tr\.*t  Arwy  Intention*  with  rtiytd  to  consolidation,  tte 

“Vo now  lift*"  hardly  aovaa  ut  aay  closer  to  arty  aort  of  consolidation  of  real  »»oy*rt)f 
Mir  .mure*.  Tte  antlte  lnu*  ran* l»a  fo**y  •"*<  ladlcstss  a  ragulraflt  t ’t  troth- i 
j  I*^<un>>  onm  hold  *e  far  at  a  tUa  whar.  nothin*  aubataottve  fro  or  ton  i^acte 


3.  Notably  lack  1 1*  la  tte  «u»dy  aro  raccawndattons  on  hoar  to  protend  f»«*  wh“ia  '>• 
ar*  mo.  rha  “Vottua,  Votioa  11m"  parhaps  could  larva  thla  yurpoae. 

A.  ricianand  tl'it  lyaclflc  ractwnndatloo*  te  aada  to  C8D  with  re*a<<l  to  vo»  of  t'.u. 
altectatlaa*  yraaanted,  (f  a  cenhlaatton  of  two  or  aaora,  aottiu*  ra^utrarwota,  tara*> 
oat**  and  an  uvlaoantatlon  acteduta.  Tha  disparity  of  opinion  te twain  :rrvlcrt  cla.-t 
ly  allltataa  for  an  (HD  ■  dtractod  conaolldattoo  if  auch  consolidation  ta  to  orcut. 


»u*  ni  uifvn  n.iir  or  ««r  rot  ominous  and 


'Vs?-. 


'Jem  - 

4u}or  Canatal,  CS 
Dirac  tor  of  CV*ratUu» 

and  tea)' Inara 


.  •“ fnT r"?  *•  "tfl  a  •  .•  •  *. 
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1~  *1.  *r—v  M  »  *»  >■(■■>«  >e*»»  '<  Uttl 

1.,..«iii,  i,i  'I.*  T«u(i 


•  teview  of  Draft  Ha  port  •  Panama  WHA 

>mx»-i^is  Y-t'  ?l)  /  <  ^ _ Consolidation  S t udy _ _  _ _ __________ 

’  >9  '  _  .  »«o»  “  Mil  ,  ,.u  „„  Oitl 

:  -X.  DALO  ll.ASf? 

’  Pr.  Pitavada/wc/725g2 


1 1 .  »<•! 


crence  pr.  DAEN-NPI*.  2)  July  1771,  subject  a*  above  (attached) 


I  in  rcap^nae  to  abow  reference,  tha  following  counnti  art  of  farad. 

o.  kecomnrnd  th«  section  "beyond  tha  Analysis"  (pp  60-6 J)  ba 
.dropped  from  the  report.  fttAxoni  Tha  section  is  exactly  what  the  title 
jst/ttcr,  it  is  opinion  and  not  analysis  and  therefore  beyond  tha  scope 
Jof  the  study. 

!  b.  ReooiMx-nd  tha  section  dealing  with  Transportation  ba  revised 
|t>.  f'ul  i  n  nddivicnal  data  not  included  in  tha  original  study.  Itoaaont 
|T*»t  study  admits  th.>t  certain  significant  required  information  was  not 

1  collected.  Therefore,  the  conclusions  regarding  transportation  ap;>.A»- 
not  to  ix?  based  on  solid  data. 

|l.  Vhe  situation  in  Panama  is  particularly  uncertain  because  wc  do  i.ot  ’ 
{ real  1  y  have  information  upon  which  to  maks  our  estimates  of  tha  aituA»io>t 
.*ft  'r  1  -.V  t  -iv  •  lv?g.  Ms  do  know  that  as  •  laaalt  of  treaty  lttplenwrira-  , 

j*ion,  th-  At-ay  will  maintain  2,017,609  square  feet  of  real  pe--.r»..  •■■■. 

I *neit  ...or  i v  toe  treaty.  Part  ot  this  additiomal  footaga  wilt  be  1 

.c.-vt  .ed  l>y  ‘.viuOursaswnt*  (a.g.,  DOD  schools) ,  bat  part  of  it  will  ha  | 

('•ary  cosg>lex  and  demanding  in  terms  of  reaouroaa  (a.g.,  hoapitols)  .  It  1 
would  appear  that  due  to  changing  conditions  in  Panama,  it  mlqht  b*  • 

I  preferable  tc  put  aaide  further  consideration  of  thin  consolidation  until  j 
approximately  or.e  year  after  treaty  Impleswntation.  This  "tould  give  un 
the  opport  uni ty  to  aaseaa  what  real  property  maintenance  will  be  required 
■  and  ot  what  coat.  The  atudy  currently  assesses  the  situation  in  a  pie- 
.tr*<nty  envi  mn.-wnt .  If  the  atudy  racommandationa  are  inplemer  ied.  they 
(would  be  i  nplrmcr.ted  in  a  post-treaty  environmst.  The  two  o-ondt ;  iors 
fare  significantly  different  and  since  the  study  findings  do  not  proe.xjo 
Jm*'  snvirce  or  i*i>ruvei*nt»,  it  is  highly  questionable  that  ve  sn-ulo  \ 
;  n  t  -.<•  .‘insert  time.  j 

*.Mh  tmc  rtpir-y  rwipr  op  statt  fob  logistics  i  i 


MILLIAM  X.HpUXCi 
Brigadier  Oamarai,  Cm 
Director  of  ^sources 
and  Managsmt 


‘■^HS 
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n^Et-lcl  t '  J  >1  ?>. ' 

WHin  :  of  Dttlt  -  Panama  Rr."A  CgntoliJittos  Huly 

*  AUC 

to  .■-xv.il*  fit*  DAMI-ICl  BAT*  <XT  } 

Pentagon  KAJ  Irowe/J t w/A*JU 

1.  Aa  ft  y«ur  t#;t.**t,  (hla  o<  I  lc*  ha*  i*v!nH  IIm  nk|MI  report.  Add‘t  tonally,  it 
ru  imliwtil  ky  the  tnyrMO lit*  IHvlalen,  0ALM-2C*.  ta— inii  follow; 

•  .  Tli*  ropcrt  **»-•- aer  four  «UMt  elt  am*',  tv#  nr’.hud*  i  -r  .ondtictlnj  hrVA  It 
ranaaa,  however,  It  '.lla  tc  w^ivil  a  put  lo.'w  aluii>tl»t,  in  RC'i  "  V  t  m  , 
button  Hw"  there  i»  a  i.uoiminl  apart...  \  to  tKa  proilia.  la  ihta  Kf'j  antwft! 

TMa  la  t><.«<hat  v  -jut  .  ko.nl  on  th#  jen.  i  .1  nature  of  Ouch  el  t>ia  rrpon  aid  l S' 
neat  to  nUrata  rich  of  the  wppoct  data,  thta  of  I  Wo  nuaiaata  that  another  In-Procer* 
review  (cl*)  ho  Hoi.*  to  clarify  laawoa  and  to  t*t  aJdlttunal  guidance. 

h.  Coonu  fioa  *.ho  Air  ioirr  and  lav«  ahould  ho  Sorvlci-iuppnrtod  position*  ar.d 
not  tSoao  »f  t  ho  fcl"M»  fey' a  onlv.  Tlla  wuull  turn  a  haata  lor  continued  nrgot  lot  Ion* 
*»u|  the  rivtcai  that  «aiU  rot  thane*  ol  hav#  to  h*  nodlflod  a.  Pv<  '»  rtt.tr  <«l 
of  Ton  ana. 

C,  fUtlM  aho.lt  bo  trim  to  aot  entinrerm/at  at  Itt  leal  standard*  tor  .  >  *  ahoy 

force.  futile  T-T'..'  c -t  •  l-l  tY»  'Vt  *00.  •«>»*  With  *h  IflirirSn*  P’*  "•  »h» 

work  fotco.  The  r.ti  fort*  ahoald  take  the  ’.c  to  rhl  *r.lr,  tor  htf.'.t*  the  h ; -e  ’K" 
awallahto  aenpvt-et  ut  hotioor  oe.d  standard. 

d.  The  “Cote  !u*l  on* Section  Vtl,  appear*  to  support  Altcrnatlv*  J,  conril  fd»l  i.'O 
ol  KPHA  under  a  alia'*  oaaager ,  fait  thl»  i»  not  nod*  clear,  tin  th*  other  hotel,  the 
report  *Cc«t.clu  alert.”  neither  support*  net  .  pyoaea  Alternative  I  and  A;  “‘vri.  !tor  R' 
consol  Idat  ton  In  ranmia  if  not  clearly  deairchl#  alirc  raf  In  tta  com  rl\ht  .  .  r.or 
*•#  It  claaily  t nJ**ir«bl*,“  A  clear  CSC  roaltlan  should  he  stated. 

i.  Any  su**tlnt>*  «***r4tr.r  th#  r  port  eho.ld  he  referred  to  **A’  r„..p|,.  A.  hiovtt, 
iiwim. 


Inc  l 


\-r  l\S 


till  PAtil  IS  Best  JMUI*  miPMUi 

*V  HI  t  »  •-»  *1  V“  TV  DCC 
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DAIN-REM»C(9  Aug  79) 

SUbJBCl:  Rev lev  of  Draft  Report  -  Panama  RFWA  Conaoltdatad  Study 

TO  CAIN-KFZ-X  FROM  UAEM-RK-A  DATE  31  Aug  79  GMT  2 

Mr.  Jaatar/pfh/3< 17i> 


1.  Rcfavancaa: 

a.  QASD(IMl)  Mauo ,  Dae  7d,  for  ASA(llAFM),  ASM(MRAAL) ,  ASAF(MRA&1) ,  1TC, 
auljoct  aa  above. 

b.  DAEN-ZCI  MSG,  DTG  lt>02432  DCC  7b,  subject:  laplauentatlon  of  DOD 
Planning  Guidance  for  US  Military  Instil  let  Iona  In  Hnaaa.  (Copy  fumlahad.) 

c.  DABN-MFR  Ma»o  for  SSC,  13  Dec  78,  para  3a(2);  Annex  A,  page  A-li. 

2.  It  la  noted  that,  by  Reference  A,  OSD  etatad:  "Cone latent  with  accelerating 
thoee  act  lone  neceaeary  for  iapleeaintatloa  of  the  treaty,  the  RPM  atudy  require* 
■ant  la  hereby  cancelled,  with  the  evaluation  of  faaalbillty  of  consolidating 
uanageeent  reaponalbl llty  for  facility  leprovanente  Incorporated  Into  the  RTHA 
Conaolldatlon  Study.  The  reminder  of  the  atudy  effort,  concerning  single 
aervlce  performance  of  technical  real  eatate  aervlcea,  la  unneceaaary .  The 
Arey,  aa  DOD  executive  agent  for  thoee  land  and  water  areae  to  conatltuta 
Defenae  Coaplex-Panaea,  will  establish  an  appropriate  office  in-country  for 
that  purpoae  and  In  advance  of  1  October  1979."  It  la  aleo  noted  that 
Reference  b  atated,  "Tike  feaalblllty  of  record  keeping  and  accountability  for 
facllltlea  Improvement*:  l.e.,  bulldlnga,  a t rue t urea,  roada,  parking  areaa, 
fencing,  utilltlea,  etc.,  by  a  alngle  aervlce  hae  been  Incorporated  Into  RINA 
Conaolldatlon  Study.'' 

3.  The  final  sentence  of  Reference  Ic  refers  to  "record  keeping  for  real  estate" 
and  states  that  beaus  for  accomplishment  of  such  record  keeping  "will  bo  a 
subject  of  the  RPMA  Consolidation  Study."  In  view  of  Reference  lc,  and  the 
guidance  aa  noted  In  paragraph  2  above.  It  la  requested  that  future  draft 
changes  and  the  publication  of  the  subject  study  be  coordinated  ulth  this 
directorate. 

A.  Kecotunend  that  definitions  of  the  teres  eel  out  below,  and  the  functions 
onv  leaded  by  use  of  the  terms,  be  put  iuto  the  draft  and  final  atudy: 

a.  Real  aatate  record  keeping  (e.g.,  pare  24c  of  Study). 

b.  Record  keeping  for  real  eateta  (e.g.,  Reference  lc  above). 
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SUbJECT:  Review  of  Draft  Report  -  Panama  UR1  Coneolldated  Study 


5.  The  atudy  report  ahould  aper Iflcally  dlatln*’.uiah  between  the  terwa  "real 
eatate  records"  and  "roal  property  accountability  recorda.**  The  technical 
real  eatate  aorvlcet  function  performed  by  the  Corpa  of  Snglneere  doea  not 
Include  lalntenance  of  real  property  accountability  recorda. 


1  lncl  PARWELl. 

aa 


UST  PACE  OP  VOLUME  I 
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